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LETTER OF SUBMITTAL 





Wour MANAGEMENT ENGINEERING Co., 
Ch icado. December 22 1952 
Hon. Epwin C. JoHnson ; 
Senator of Colorado, Chairman, United States Senate Committee 
on Interstate and Foreign Commerce, Washington, D. C 
Dear Sir: In accordance with conditions set forth under the assign- 
ment which vour committee gave to us August 4, 1952. we are sub- 
mitting this report on our survey ol the organization and operations 
of the Interstate Commerce Commission 
An interim progress report was submitted to the professional stafl 
member of your committee October 20, 1952, presenting in broad 
terms the preliminary results of our survey \ chart of the present 


organizational structure of the Commission was included Copies 
thereof are in the appendix to this report 
The scope of our survey was set torth by vou 


to determine administrative and organizational ways and means to 
nerease the efficiency and economy of the Commission and make recommendations 
to the end that the quantitv and qualitv of the ¢ ISssl¢ work may be in- 
creased, that the organizational structure * * * be simplified and clarified, 
and that the independence and objectivity of the Commission’s quasi-judicial 


functions mav be safeguarded 


In reaching our conclusions, under the terms of the assignment, our 
survey included such independ nt cheeks as we deemed necessary for 
the maintenance of complete objectivity \lthough we worked 
closely with Commission personnel, our report reflects our own obser 
vation, analyses, professional judgment, and conclusions 

Also. under the limitations of time and scope of the assignme nt it 
was regrettably not feesible for us to avail ourselves of — the 
te industry groups 


and other interests affected by the Commission's quasi judicial fune- 


courteous offers of assistance received from priv: 


tions and proce dures Such offers were much appreciate d 

Essentially, the nature of our survey was confined to administrative 
activities and organizational structure, and our recommendations art 
based on findings and facts determined so far as possible by quantita- 
tive measurements. Our studies included the functions at the Bureau 
level in Washington and visits to a representative cross-section of th 
Interstate Commerce Commission's field offices throughout the 
country. 

Conferences with the professional staff member of your committee, 
with the officials of the Bureau of the Budget, the Civil Service Com- 
mission and othe ragencles have bye en, most he Ipf i 

The individual Commissioners, the secretary, the Bureau directors 
and staff assistants of the Interstate Commerce Commission have 


v 
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Ve is freely Of their tim nd have assisted us in every way possibl 
Howey under obligations upon us to hold our report confident 
to vour committee, we have 
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SURVEY OF ORGANIZATION AND OPERATIONS OF 
THE INTERSTATE COMMERCE COMMISSION 


INTRODUCTION 


At the hearings b fore the subcommittee of the United States 
Senate Committee on \ppropriations with respect to the Interstate 
Commerce Commission’s budget for 1953 fiseal vear, Senator Edwin 


C. Johnson of Colorado addressed the committee as tollows: 


My appea : is oO 1 DY el it Congress is faced 
vith a comy lown in the 1 n of intersta ree, and that it is 
me | wi | it 

I unit i 1 il I s i 

ul a i t i 4 l iS 
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| ‘ t I \ 1 a l LOVE I Vv do 
eed a l a ) ( 1) I t el uv i 
( t | 1 It t ( Cor oO ( is 
I ws t el I i 
1 1 
I id ot 1 , i 1 te i ( ( 
{Fic eff i i 
These comments by senator John on carry prophe it qualit 
The Commission, as an arm otf Congres funetio mdependently 


of the executive branch of Governm« nt, exeept for the Presid ntial 
oe {} { 


appomtments of Commissioners and the mdireet, but \v elleective, 
control exercised by thy xe itive’s Burea ) the Budget The 
(‘ommission exereises Quasi celal and quasi-l Isiative authorities 


in addition to administrative functions affecting a major segment of 
the Nation’s transportation system 

In 1887, at the time of the inauguration of the Commission, its 
regulatory authority was an experiment under the American concept 


of government The Commission was conscious of its responsibility 
under this pioneer experiment and, as a result, developed its traditions, 
regulatory policies, and admuinistrati practices in an explorative and, 
at the same time, conservative manner. Throughout its history, the 
Commission has earefully developed its process of arriving cautio isly 
and deliberately at regulatory decisions 

Governmental regulation through an independent commission was 
chosen, no doubt, to avoid any actions decisions, O1 ord rs b ‘Ing issued 


too hastily. Hasty or unexpected changes in reg ilatory policies, rules, 
or procedures could have far-reaching economic consequences and 
could be detrimental to both publie and private interests. The com- 
| t allows for innovations and 


mission form of regulatory ageney, while 1 


changes in rules and practices does make for a more deliberative and 


complex process than the managerial or executive form of govern 


mental reculation 











» SURVEY OF THE INTERSTATE COMMERCE COMMISSION 


fhe American economic system, with emphasis upon free and eff 
clent private enterprise relying upon self-regulation as much as pos 
ible, has prospered under the commission form of regulation 

In recent vears, students of government and transportation, ane 
management specialists have examined the merits and processes Ol 
the commission form of independent regulatory agencies. One prom 
nent research institution proposes that, to develop the most eflectiv 


operations of the national transportation system, all governmental 


t 


activity for transportation policy making should be under one execu 
tive Department of Transportation, with a separate independent 
regulatory tribunal to maintain fair standards of rates and competi 
tive services applicable to all major forms of transportation 

Another group of qualified specialists holds similar views but is 
more appreciative of the interlocking relationship between policies 
for the development of transportation and regulatory activities. This 
rroup suggests that the Commission would find it rewarding to in 
crease its research work and meet the need for analyzing, in broader 
terms, how regulation develops It recommends that all admuinis- 
trative responsibility be vested in the Chairman of the Commissiot 
The same group also recommends that equipment inspection and the 
functions related to safe t\ and car service should be transferred to 
the De partment of Commerce 

We cite these studies, all made since the end of World War II 
as being indicative of the trends. The emphasis is upon more eff 
clency In government without making government too authoritative 
ind managerial 
Transportation, as a function, may be said to be the life stream of 
our Nation’s physical existence. Unrestrained regulatory and policy 
naking powers over this vital circulatory system exercised by one 
individual or authority could well alter the American economi 


svstem 


Che declared policy of Congress was restated bv the Senate Com 
mittee on Interstate and Foreign Commerce in its assignment to us 
in these words 

i ( ndep lence and objectivit of the terstate Commerce 
{ LO qua dicial Tunetions may be ale iarded 


In recent vears, limitations in budget appropriations have forced 
n the number of positions within the Commission. Dur- 
the war vear 1943, there were 2,886 positions, compared with 


95 in 1940, and an average budgeted number of 1,856 positions for 
19) a reduction of 35 percent in 10 vears. Such reductions in per- 
onnel prevent normal replacement of retiring employees, and may 
ell be one of the contributing factors to the breakdown in the recula- 
on of interstate commerce as foreseen by Senator Johnson. 
During this same 10-vear period our transportation svstem has 
Wh, Indicating that thre re Is as great a need as evel for efficient and 
effective regulatory functions. In facet, the need for an expansion of 
t hae C‘ommiussion’s reculator\ vculy itie S may be for seen. We cite one 
m: Under the Motor Carrier Act, the jurisdiction of the Interstate 
Commerce Commission is limited to approximately 21,000 carriet 


firms engaged in interstate highway traffic. A large number of 
’ Institut National 1 rtation Policy (1949), p. 38 
( 0 t the Executive Branch of the Government (Ex-President Hoover's 
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SURVEY OF THE INTERSTATE COMMERCE COMMISSION < 
haulers of certain classes of produce are specifically exempt under the 
act. However, rate cutting and unfair con petitive practices within 
that branch of the trucking industry hauling exempt cargoes have 
reached such proportions that some truckers joined in forming an 
association of their own with the avowed purpose of self-regulation 

One may reasonably expect that such exempt carrier groups will 
event lally turn to an independent, impartial umpire in the form of 
a Federal agency for settling disputes among them, between them and 
shipp rs, between them and regulated carriers 

The tasks confronting the Interstate Commerce Commission ar 
impressive. The growth of al 


] 
| 
I 


transportation subject to regulation 
by the Commission mav be more readily understood by examining 
the related economic statistics 

The figures presented in appendix A-1 summarize the major 


economic statistics tor all carriers Ij rures in the supporting tables. 


} 7 
appenalx \ ey \ ¢, compare economic statistics, one tvpe ot carrier 


with all othe Carriers The statistics have been expressly assembled 
by us for this study from data which we reques ed from the files of the 
Interstate Commerce (C‘ommiussion 

The Vear-to-vear comparisons also show the Interstate (‘ommerce 
C'ommuission’s position in relation to the transport industry over 
which it exer ; regulator functions. The figures reflect thi 
Importance Oo! this segment ot our national economy and the ine LS¢ 
in responsibilities of the Commission 


4+] 4 | +} +1 oa 4 > ‘ 
All these economic quantities, through their respective interests, 


have thei politi al overtone 
hie number OL carriers, through thei managements’ interest 
n profitable operations; and ownerships 
The number of emplovees, through labor’s interest in safety 
and job protection under operations 
ha operating revenues thro ‘h the interest Ot Carriers 
emplovees, sh pers, and ] al publi fair rate for reliabl 
ind « ele! transport sel 
Phe tan i LIS iro h State and Fee ral Govern ents 
pDarticlp ( —1S qt) tin ‘ ~ 
The investmen adeprecia mm, and cap | ition, thre lh the 
financial interests in the earn OL ¢ l 
Chis list of economic values is identical with the list of basic values 
wmpearimneg I ti Lun il balan SiL¢ Or ai 1) 1 5 Ka Ol] 
the economic interest as identified, has a ake in the transportation 
police, and in the reguiatory al admit S itive functions of the Lnter- 
state Commerce Commiussion 
If management cout lis to be of value, it can be so only by reco 
HIZin the relative Importance of each of these diverse economic 
quantities and interests and the need for balancing them 


Our studies and recommendations relating to the organization of 
the Interstate Commerce Commission are in the light of above con- 
siderations, and with all due r the historical valu s and 
traditions referred to in t 


ese introductory comments 
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SUMMARY OF COMMENTS AND RECOMMENDATIONS 


INCLUDING CHART OF PROPOSED ORGANIZATIONAL 
STRUCTURE 

With reference to th herewith which presents graphically th 
proposed organizational ‘ucture of the Interstate Commerce Com- 


ssion, the summary ymments and recommendations is her 


rstate Commerce 
mission ma 
Ldministrative 


() lasi-jUuUCaL lal 


makine—for ‘developing, coordinating, and preserving 
a national transportation system” 
()t these fou 


functions the one least suitable to a commussion form 
ple-executive type of management is the administrative 
When authority and responsibility for the performance of 


qu es ane 


| operations are divided among coequal 
perience has shown that inefficiency, economic wast 
es, poor coordimation, and lack of administrative 
the res lt ~ 
of the organizational structure and operations of th 
ommerce Commission confirms the disadvantages in 
present multiple-executive type of management. 
nt vears the Chairman of the Commission has been desig 


the executive head with supervisory authority over thi 


S1OTL S B I'¢ 


au of Administration The Chairman is elected 
ommissioners and he serves in that office for 1 veal only 
ple of rotating annually the Chairmanship among Com 
has been followed for many vears At the same time 
individual Commissioner, including the Chairman assigned 
supervision Of a specu bureau of the Commission This 

! 5 ll 


ment does not allow for long-range planning of administrative 


the position of the Chairman, under the present organiza 
ture, does not offset the inherent disadvantages of the 
multiple executive type of management 

irst recommendation, therefore, is that the performance of all 
administrative functions of the Interstate Commerce Commission 
shall be delegated by the Commission to a Managing Director who 
shall be selected and appointed by and be responsible to the Com- 
mission, and who shall have full authority over all civil service rated 
personnel of the Commission.' 


l¢ 








ORGANIZATION LEVELS 


© 
TRANSPORT ECO 
NOMICS POLICIES 


&1CcC PROGRAMS 

2 COMMISSION 
QUAS!-JUDICIAL A 

QUAS!I-LEGISLATIVE 


AUTHORITIES ANDO 
ACTIVITIES 


(3) 


GENERAL ADMINIS 
TRATIVE POLICIES 



































































































ORGANIZATION <_ - eS 
RULES & PRACTICES | 
r DIVISION 
COMMISSIONER . 
DIVISIONS ‘. = 
PS I ee — 
a i tle fli ie et ae eal a a ee eee a Ge al es 
ee eee eae ee ef ee er ee fer ee Nae 
OK me ' 
! 
! 
| 
i 
! ssn sede Oaesaalenamintaals 
; | OPERATION 
Ie aia Seco ee ‘ 
j MANAGING DIRECTOR 
BUREAU DIRECTORS 
ADMINISTRA GENERAL | | OFFICE MANAGERS Al 
TION BOPERATIONS MANAGEMENT | FIELD ADMINISTRAT 
GENERAL | ADMINISTRATIVE CON 
MINISTRATION \ i BUREAU OF BUDCET,G 
| si <a » ses tte ts en es ee san i + as» ‘ess ms eis imma ini: asin ss a <n i ee Me 
| \ 
* ~*~ | 
| 
| ‘ 
OFFICE ofr ADMINISTRA 
| | nee 
| 
j r | 
194.3 - $ 742,478 
i 
| 
GENERAL ADMINIS | | 
TRATI\ & STAFF ADMINISTRATIVE | 
SERVICES FOR STAFF OFFICES ] 
OMMISSIONERS e as oe 
MANAGEMENT | t 
BUREAUS BUDGET ano FISCAL | PERSONNEL 
FIELD OFFICES sn - a —_— = 
SECTIONS AND 
UNITS | 
| 28.7 - $117,560 | 15.9 - $ 74,971 | 
—— a Came —— — —EEEE 
| 
[WORK MANUALS AND | [ PeRFoRMANcE STAND - WORK SCHEDULES & 
NSTRUCTIONS ARDS AND PROCEDURES PROGRESS CONTROLS 
4 
| 
- ~ ~ 
BUREAU BUREAU of CERTIFICATES & BUREAU or TRAFFIC 
MANAGEMENT __ FINANCE: 
| : : — DIRECTOR - DIRECTOR 
; 193.5 - $ 689,225 $ 1,041,633 
~ 
QUASI -JUDICIAL | 
BOARDS OF 
DIRECTORS, ' | Pre SA ee a De . | Saag 
EXAMINERS, a Fay ake yo s 5 
ATTORNEYS | OPG CERTIFICATES BD. \ FINANCE BOARD | | SUSPENSION BOARD | ; FOURTH SECTION 
SECTION CHIEFS, ' 3OR5 EMPL.MEMBERS | | 30R 5 EMPL. MEMBERS ; 3ORS EMPL MEMBERS 3 OR 5EMPL.MEMBER 
SPECIAL TRANSPT. | ‘sen alienate tenth \ | CINCL. DIRECTOR AND CINCL DIRECTOR AND | GINCL DIRECTOR ANI 
EXAMINERS REP G'L COUNSEL ) | REP.G'L COUNSEL) . REP G’L COUNSEL ) \ REP GL COUNSEL ) 
Locsgecepowdad | Kemwnougeecnesal Wanon mem pescened | Leeecees eee 
1 { 
! | ee iO Se as Re Re in Hab sennn- | 
~ nae ee caltmmenemen 
ADMINIST RATIVE SECTION ADMINISTRATIVE SECTION 
| | 
69 -$ 41,522 5.8- $ 40,962 
[WATER CARRIERS AND SUSPENSION | 
| FREIGHT FORWARDERS J 
| 9.7 - $ 53,604 24.3- $139,371) | 
SS ——E 
CONVENIENCES NECCESSITY FOURTH SECTION CASES 
| 9.9 - $ 78,056 158-$868,496 | 
; sca ea 
| 7 il its 
[ SECURITIES RAIL TARIFFS 
| — : CNC LUDE MOTOR CARRIER AND 
| | | $9- $63,087 | 07.5-3422,406 | PIPE LINES D 
| ee 
| ' ————$_—__ | 
| | | 
IALIZE ; LOANS & REORGANIZATION MOTOR TARIFFS 
ADMINISTRA \ winte spelen a CINCLUDE FREIGHT FORWARDERS’ ) 
SPECIALIZED ADMIN 9.9 - $79,154 = | 74.6 - $350,398 | 
STRATIVE SER : 
VICES AND ROUTINE | SECTIONS ano \ a 
QUASI-JUDICIAL UNITS 


FUNCTIONS FOR THE CERTIFICATES M/C 
COMMISSION si sta 
ALL CARRIERS 


- PUBLIC 





112.7 - $438,484 





INSURANCE M/C 


















INTERSTATE COMMERCE COMMISSION 


OFFICE OF THE CHAIRMAN 


COMMISSIONERS 








, 
1SION ] apiece eee 
| 1 
intestine ~~ caren 
a i a a. wb be ee 0 Oh 
ie — = 








me ee a 


ATIONS STAFF COUNCIL 


DIRECTOR, CHAIRMAN 
1ECTORS 

AGERS AND SECRETARY 
NISTRATIONS MANAGER 


| 
TIVE CONSULTANTS C Civil SERVICE COMM | 
DCET, GENERAL SERVICES ADM, ET ) 
Sev Aer a ge as eae eine cts tl 
+ ieee eden ae 








] 
. | PUBLICATIONS & SUPPLIES 
| 
, $ 190,656 en 
BUREAU of HEARINGS ELD ADMINISTRATION 
ans ’ p MANAGER 
f — 
TION BC MODIFIED PROC. BOAR R Nj 
ws 
JEMBERS 3OR5 EMPL. MEMBERS STAFF MEMBERS AN 
‘OR AND INCL.DIRECTOR AN PRACTITIONE eee 
ISEL ) : REP G'L COUNSEL ADVISORY GR 
5G W 
l 
ADMINISTRATIVE § 
J NFORMAL CASES 
| FORMAL ASES 
43 -$ 80,549 ne 
| 
REVIEW EXAMINERS 
r 
| 6.3 -$ 56,649 sia 
EXAMINERS 
| w Ae 
| 59.3 - $ 534,787 
: $ 
| 
| 
| 
INFORMAL COMPLAINTS aoa 
} W 
| | 5.9- $33,112 ‘ $ 
= : a ] 
| SPECIAL DOCKETS 
| 4 
6.9 - $37,882 
sisi 5 ras = | Cc A T 
COMPLAINTS M/C BUREAU LOCOMO 
= INS CTION 
118.7 - $ 891,100 DIRE 
———————————————— 
PRE e 
THE BUREAU - Cc “A 
WILL HAVE T 


SEPERATE BUREAU RAT 
F THE CONS DATE 


NSPECTION 











{ 


MANAG 
8 


NG DIRECTOR, CHAIRMAN 
REAU DIRECTORS 


FFICE MANAGERS AND SECRETARY 
FIELD ADMINISTRATIONS MANAGER 
ADMINISTRATIVE NSULTANTS C Civ 


BUREAU ET »ENERAL SERVIC 







OFFICE ADMINISTRATION 


ry 


f 





MAN 


| 


t 
| 
| 


OPERATIONS STAFF COUN 


Ls 

















since sepsis el Ta Me 
| 
INTERSTATE COMMERCE COMMISSION 
| OFFICE OF THE CHAIRMAN ———™ 
;| COMMISSIONERS ae 
7 3 ae pews avis 
as ae. iunteeel | Leanoeceens . 


Oe ee oe ee 

CiL 

} 

| 

| 

| 

| 

SERVICE COMM, | 
ADM TX 

ag inna a 


MANAGING DIRECTOR 
s estndeilp antbaaaemaniatbenneoadall 








64.5 - $ 387,52 
ADMINISTRATIVE SECTION 
COURT SCHEDULES,CLERKS / 


F 
| sess 





PUBLICATIONS & SUPPLIES OFFICE SERVICES 


| 
$ 190,656 104.7 -$359,291 | 











ORGANIZED - (1) BY ACTIVITIES- (2) BY TYPES OF ¢ 





BUREAU of HEARINGS 


Cc 


FIELD ADMINISTRATION 


- MANAGER 


RECTSR 


$|.634,079 








HEARING PROCEDURE “FIELD OPERATIONS 


| 
MODIFIED PROC BOARI ae ' SER 
; = REVIEW COMMITTEES COUNCIL , 2ERV 
— + 
30R5 EMPL MEMBERS STAFF MEMBERS AND REGIONAL MANAGERS i '30R5 
NCL.DIRECTOR ANC | CC PRACTITIONERS ' MGR. MANAGEMENT ' CiNcL 
REP nneaws ADVISORY GROUPS | PROCEDURES | REP G 
- = a i ie oe ar ae ee ae —— pays: 
| ~ a 
ADMINISTRATIVE SECTION 
} J NFORMAL CASES 
FORMAL CASES 
| 143 -$ 80,549 
| 7 
| REVIEW EXAMINERS 
} { | 
| 63 -$ 56,649 
r ——— 
EXAMINERS 
} { ] 
593 -$ 534,787 ; J 
INFORMAL COMPLAINTS 
£ MOTOR CARRIER AND 
PIPE LINES ) 
$ 422.406 . | L 59-$33,\12 eel 
TARIFE ] anaes . ite _—o 
Se SPECIAL DOCKETS 
FORWARDERS — al 
$ 198 | 69 -$ 37,882 J 


| amen _ ouseemen 


COMPLAINTS M/C 


118.7 -$ 891,100 


| 





ATE COMMERCE COMMISSION 


























cee eee 
| 
ON | 
| 
| 
| 
| 
ie | 
—-—-H) oe es a cae cae cece nce say 
~| L eee ee eee o TRANSPORTATION CONSULTANTS | 
Ee ae ae ee ee cos ;_F E SYSTEMS \GRAM PLANNING | 
ei a ci in ah a dep aah aa — 
VISION ITT . LEGISLATION AND RULES COMMITTEE ! ZAILROADS | 
, RCA ER 
| WATER a ERS . 
is ig as ia "Se a amma: dees Sa oa iceman li eal PE LINES | 
f 
2 nent wise end ” se 
a 
OF FICE of LAW _ OFFICE of SECRETARY 
- GENERAL JUNSEL ECRETARY | 
v ES,PUBL FORMAT REA NG R uM 
SE RETY YA ROA R 
$ 387,524 2 $ 85,358 
it at SSS pee = “ 
Te rf 4 
“CTION LAW ano ENFORCEMENT LAW AND CPINION RESEAT ae RIA 
S C BUREAU INQUIRY) CHIEF COUNSELS OFFICE SERVICE NDICES.ANNOTA NS 
LAW AND ENFORCEMENT SAFETY, LEGAL STAFF BRAR 
_ 283 - $ 178,876 17.4- $ 121,678 88 - $ 86,9 
c 
OF CARRIERS 
BUREAU or TRANSPORT ; : ; rer 
SERVICES BUREAU of SAFETY INSPECTION BUREAU of ACCOUNTS an 
es | T T rT 
= STATISTICS 
| RECTOR é 
40.6 - $ 213,850 
raced ; eines “SERVICE PRACTICES SAFETY PRACTICES 
F ICE ¢ DE OAR ; SAFE T ROAE P 
SERVICE ORDER 6 REVIEW COMMITTEES BOARC REVIEW COMMITTEE B 
3 OR 5 EMPL.MEMBERS LM oeoeee 30R 5 EMPL. MEMBERS SvAdv euneese LAace a 30OR5 EN MEMBE TAFE MEMOER 
CiNCL. DIRECTOR AND ae es eee N¢ RECTOR ANE s TRIE ; ' 
CRAILCAR MOTOR CARRIER h « 5 
REP G'L COUNSEL ) WATER CARRIER SERVICE ) REP UNSEL >R Ree 
= r J 
- _ oe ; 
ADMINISTRATIVE SECTION MINISTRATIVE SECT N A 
- 4 — 
| | 
| \2.8-$ 67,373 | 5 - $37,923 eae 
al hea 
| RAIL CAR SERVICES SAFETY APPLIANCES : a 
L_! - $3,424 ——— |_ 4 - $21,568 = 
| 
a | ; 
[MOTOR CARRIER SERVICES | ACCIDENT INVESTIGATION 
( MOTOR CARRIER WASHINGTON } : 
ry ADMINISTRATION STAFF ) ] 9.3 - $ 125,968 
23.8 - $ 125,099 ee tan ot 4-$ 27,96 : aaa 
—inemnnee eats a r - IN 
| WATER CARRIER SERVICES SIGNALS 8 TRAIN CONTROL E 
——— 
| _ 228 24,505 
ee i nilelatiesinriathientel | 9.8 ~ $ 60,430 - : 
r 
} HO RS sER F 
fen as 
| 3-$ 783 $ 
as \ J 
BUREAU OF LOCOMOTIVE SAFETY M/ a . A N 
INSPECTION — J —s 
os ' = DIRECTOR L 28.9 - $118,290 ws 
[ OCOMOTIVE INSPECT A VALUATION 
NOTE fame LOCOMOTIVE INSPEC " 
UNTIL THE PRESENT LAW |S CHANGED | 24.2 - $127,006 $9 . 
THE BUREAU OF LOCOMOTIVE INSPECTION — _ - J 
WILL HAVE TO CONTINUE TO OPERATE ASA 
SEPERATE BUREAU RATHER THAN AS PART = . Pa 7 aa - CECON 
OF THE CONSOLIDATED BUREAU OF SAFETY Loch EXPLOSIVES | > 
INSPECTION 4 - $ 22,420 | 27.2 - $161,835 
STAT >T AL SERV! — 
T MWECHANICAL,ANNUAL REPORT, 
ACCIDENT OPERATING RETURNS 
65.9 - $ 281,242 
‘s 
WAY BIL AB AT N 
——. 
| 24.4-$ 122,514 
SEPERA BUREA RA 




































AISON BETWEEN 







































































WASHINGTON AND FIELD REGION I R 
FIELO OFFICES MANAGEMENT 
REG MANAGER 
\ 135.2 - $903,812 73.5- $512,425 
= ™ \ 
a si Gall lin Wi eta nes . - oa r ana 
| 1 | 
ss se a tas 8 “7 yrs arate Sa aoe i1----- i Re a ee Sie +——~——-— 
QUAS!-JUDICIAL ; SPECIAL INVESTIGATION , | M/C TEMP AUTHORITY ! , SPECIAL INVESTIGATIO? 
‘ C ALL CARRIERS ) j ' | C ALL CARRIERS ) 
FIELD BOARDS ; ; \ | 
' ' 
' \ | ' | I 
\ ' ! ! ' 
Ri ss sain sos qe ema s a Ls exp es oe 4----- = ds aie nscale a ip ae se a 
| | ' 
~ L J 
| | ADMINISTRATIVE ADK 
r ; 
snot | ee 
— iene 
-— ; - — steciiaaiaae 
| | REGIONAL ATTORNEYS | REGION 
[6 - $48,509 | 2 - $15,915 
r - f 
SPECIAL INVESTIGATORS | | SPECI, 
| CALL CARRIERS ) | | CA 
\ 5 1 A 
| 
ee a saieeananecieal 
| | REG.HEARING EXAMINERS REG.HEA 
| f =e 1 | C1 IN MS.A 
— _ — —— 
| ACCOUNTING EXAMINERS ACCOUI! 
} 1 AND VALUATION ENGINEERS AND VAL 
|_16 - $109,150 6 - $ 41,38 
ee ee [ nT 
| RAIL SERVICE AGENTS | RAIL S 
, 4 } 
1- $ 44,747 | 5 - $ 36,16 
an panne noccsunnd os seen 
| 
Geniieemincientenee ——, 
MOTOR SERVICE AGENTS 
I j 
67.2 - $374,296 
| 
| ee — ——— 
| W.C.aFE SERVICE AGENTS oe LOCOMO 
‘ D at NIST Thy | 
pani mak oe ; [L'-$eeee gj 2- $92,2 
TINE QUAS 4 | 
f » APF t 
ial Pre f At -_ — ——— ees a a 
SPF AL STAFFS 
ATEL » smi LOCOMOTIVE SAFETY INSP L RAIL S 
U ™N 
\ J 2 FIELD OFFICES 18- $129,662 | | 12-$112,3 
ACCORDING TO ae aioe a | aan SAFET 
TYPES OFCAR a : a S IGNA\ 
RIERS ano PUB | L HOUR 
IC NEEDS RAIL SAFETY INSPECT 
u \ L L i | aa ele 
|_20 - $ 190,360 _| _ ] | MOTOR 
SAFETY APPLIANCES [ pati a ate 
SIGNALS & TRAIN CONTROL | 1N MOTOR 
HOURS OF SERVICE —— aege 
MOTOR CARRIER SAFETY EXPL 
IN MOTOR SERVICE AGTS , saa Rati ae 
| EXPLOSIVES AGENT 
IN RAIL SERVICE AGTS 
a ‘ie Sa ecieeatinancil Se 
FIELD OFFICES * Fre! 
} mn ennai Siacteipenintinnlsdaitansistsidioartnins a EEE vn 
| CONNECTICUT , NEW YORK | ALABAMA 
HARTFORD | ALBANY 
BINGHAMPTON ao 
| MAINE | BUFFALO 
| PORTLAND NEW YORK CITY | FLORIDA 
| : 
PENNSYLVANIA | | JACKSONVILL 
MARYLAND SYL iA TAMPA 
| BALTIMORE HARRISBURG 
SALISBURY | PHILADELPHIA c 
| =oeaeen GEORGIA 
| | ATLANTA 
MASSACHUSETTS 
| aa RHODE ISLAND 
SOS TON | PROVIDENCE RENTVC AY 
SPRINGFIELD | LEXINGTON 
NEW HAMPSHIRE | OIST.OF COLUMBIA LOUISVILLE 
LEBANON WASHINGTON D.C NORTH CAROLI 
NEW JERSEY CHARLOTTE 
———— RALEIGH 
JERSEY CiTY 
| NE WARK 
TRENTON 
| | 
| | ics sscuaiinsiiaiiainniianiaiiaas Bical 








ADMINISTRATIVE 





————: QUASI! - JUDICIAL 
ee >: CONSULTATIVE 

































5 Tee NS aTe a ‘ At 
“5S T N 
— - ~ 
ORGANIZED BY TYPES OF CARRIERS WITHIN REGIONS 
i ii b is 
REGION I 
reper. ~ REG, MANAGER 
12,425 [+99 -$ 
ob aie ada a = + ee 
-—-—-—--~+ poor c coon eee eee = . — 
GATION , | r f WoRITY \ NV J aa as , 
| | { 
I | | 
! | | 
eS es ae on a 
| 
j 
AOMINISTRATIVE MIN A F ANDM 
_ — —_ ad 
—— 
REGIONAL ATTORNEYS RE NAL ATTORNEYS id WAL AT 
- | $ 49 : $ '4,942 
$ 15,915 aaa ——s _| 
SPECIAL INVESTIGATORS PECIAL INVESTIGATORS PECIAL INVES a 
ALL CARRIERS AL ARRIERS A ARRIE 
a 
EG.HEARING EXAMINERS 2EG. HEARING EXAMINERS 2EG.HEARING EXAMINE 
A TS ) | 
NMS CENTS a — 
ACCOUNTING EXAMINERS A NTIN XAMINERS 4 NTING EXAMINER 
AND VALUATION ENGINEERS AND VALUATION ENGINEERS AND VA ATION ENGINEER 
$ 41,380 | 5-$ 5,433 $ 9 
RA SERVICE AGENTS | RAIL SERV F AGENTS 
$ 36,168 5 $ 36.168 $ 68,756 
all 
ae a. 
MOTOR SERVICE AGENTS | MOTOR SERV EF AGENTS M 
5 - $ 214,394 | 478 - $267,889 198 -$ 23 
sacl one J 
ens 
OCOMOTIVE SAFETY INSP | W.C a F EA ) M 
{ 
$ 92,260 | $ 6,998 8 -$ 129,68 
“> 
RAIL SAFETY INSPECT } MOT AFETY IN RA AF 
1 i 
112,308 6 3,376 ae aa 
$112, — $ : : 
SAFETY APPLIANCES | AFETY A ‘ 
SIGNALS &TRAINCONTROL > iA & TRAIN 
HOURS OF SERVICE Se = 
MOTOR CARRIER SAFETY | > = § 140,36 
sees - Ty SAF ET APF ANCES 
4 MOTOR SERVICE AGTS SIGNALS & TRAIN NTR NM R SERV 
‘ J F SERVICE 
: 1 Ms 5 
EXPLOSIVES AGENT v 2 CARRIER SAFETY ve 
= _ —EE a } > 
RAIL SERVICE AGTS ] \ R SERVICE AGTS N RA SERV A 
] 
EXPLOSIVES 


FIELD OFFICES + FIELD OFFICES + FIELD OFFICES «+ 


MA SOUTH CAROLINA N Ss PENN . VANIA 
NGHAM CHARLESTON H A BURGH ENVER KAN SA 
_€ COLUMBIA SPRINGFIELC 
A TENNESSEE a HARLESTON ave mee NEB SKA 
JON VILLE KNOXVILLE F ents WHEELING 5 M ‘ ‘ 
A MEMPHIS " iia teal x Y MAHA 

NASHVILLE WIS N N 
A MICH AN wa ON KANSAS N DT AK 
NTA VIRGINIA ETR T MILWAUKEE KANSAS TY FAR 
NORFOLK ANSIN EKA 
-KY RICHMOND - 

H 
IGTON ROANOKE — . 
° WELW RAY MINNESOTA 
SVILLE CLEVELANC C T 
CAROLINA “ap a MINNEAPOLIS 
LOTTE eae 
IGH 
J 
ACTIVITIES ° BUREAU FUNCTIONS ARE GROUPED UNDER ACTIVITIES A R NG TO 
C!) ECONOMIC INTERESTS AND 1|.CC. OBJECTIVES ANE 


C2) BY TYPES of CARRIERS 


r ELD SERVICES > FIELD SERVICES ARE BY TYPES OF CARRIERS WITHIN GEOGRAPHIC REGIONS 


WITH FUNCTIONAL GUIDANCE FROM SPECIALIZED ADMINISTRATIVE 
OFFICES AND BUREAUS 


* THE ESTABLISHMENT OF REGIONA FF ES DOES NOT CHANGE THE 


PRESENT STRUCTURE OF FIELD OR DISTRICT OFFICES 











ORGANIZED BY TYPES OF CARRIERS WITHIN RE 







REGION IW 


REG. MANAGER 


REGION W 


REGION I 


REG. MANAGER 








_REG MANA 


102.6- $695,736 102.8- $ 719,868 









































} 
ae ee an eee Saas heh a a aes ee — oe Sa em ae as 2 Se Seer a a AR SA al ae ae = ao a oi 
! | | 
ee prooccccte------- Roe cle mm mm me mdanted ody, Co dee apt 
AL INVESTIGAT N . ~ weeac ai * SPECIAL INVESTIGATION i J SPECIAL INVESTIGATION | / 
( ALL CARRIERS ) j M EMP AUTHOR Y ; C ALL CARRIERS ) ; | M/C TEMP AUTHORITY |! C ALL CARRIERS ) | ; ae” 
! | \ | I | | 1 1 
| | | | | I \ | I 
| i \ i | \ I | I 
r t ~- | a. i, a i ie a J Lime aoe - - SH Li.----+-,----—--+ al L..—-. 
4 = a => = dn — semen =] —_ — 
| 
f = } y a ee ra — - ee _— 
ADMINISTRATIVE ADMINISTRATIVE | ADMINISTRATIVE 
L a J re | ——— | ceed oath once a hci Mn 
f ) aT eS —_ — 
REGIONAL ATTORNEYS REGIONAL ATTORNEYS | REGIONAL ATTORNEYS 
| 2 15,915 | 3- $25,497 | 2 -$ 14,942 | 
| t $ y - 4 L . eninibennaetamaaal Nanette aoa 
, 1 acing ane etisalat 
,ATOR | SPECIAL INVESTIGATORS SPECIAL INVESTIGATORS | SPECIAL INVESTIGATORS 
’ Al ARRIERS CALL CARRIERS ) CALL CARRIERS ) 
| 7 f yo | iene : 
AMIN REG. HEARING EXAMINERS | REG.HEARING EXAMINERS | ] REG.HEARING EXAMINE 
| (1 IN MS. AGENTS ) eta | [— | . 
[ e Cie peed = f 7 ze oan 
AMINES | AC JUNTING EXAMINERS ACCOUNTING EXAMINERS ACCOUNTING EXAMINEF 
NEERS } { AND VALUATION ENGINEERS AND VALUATION ENGINEERS ' AND VALUATION ENGINEER 
| 6 - $ 41,380 | 5 - $ 105,433 | [17 - $119,527 piitenicaalita 
‘ im — - ~ tT a 
RA SERVICE AGENTS RAIL SERVICE AGENTS RAIL SERVICE AGENTS 
} | t + 
| 
5 36,168 5 - $36,168 | |} 10 - $ 68,756 
\ $ J Lease $ e = ngs ‘ ee i cies 
f ey a = ret 
MOTOR SERVICE AGENTS | , MOTOR SERVICE AGENTS | MOTOR SERVICE AGENT 
36.5 - $ 214,394 | 478 - $267,889) J ecmae 
. ys 7 eres a - 
AGEN | L OMOTIVE SAFETY nse | WC.8aFF SERVICE AGENTS | } LOCOMOTIVE SAFETY IN 
$ 92,260 | | - $ 6,998 | | [ 18 -$ 129,682 | 
— r = = - - = = - 
ETY INSF RAIL SAFETY INSPECT | | LOCOMOTIVE SAFETY INSP sca RAIL SAFETY INSPECT 
$ 112,308 16 - $ 113,376 J r 16 - $ 149,744 
SAFETY APPLIANCES T : ‘| SAFETY APPLIANCES 
>NALS ATRAIN CONTROL 7 | SIGNALS & TRAIN CONTROL 
RS OF SERVICE | HOURS OF SERVICE 
RAIL SAFETY INSPECT a 
7 5 “ = ee 
MOTOR CARRIER SAFETY | ~ $ 140,385 ei MOTOR CARRIER SAFET 
Ces pas SAFETY APPLIANCES Fr ieaiaoaa aa 
NTR N MOTOR SERVICE AGTS SIGNALS & TRAIN CONTROL IN MOTOR SERVICE AGTS 
Ck J HOURS OF SERVICE Le ne 
, ‘ | . 
AFET EXPLOSIVES AGENT MOTOR CARRIER SAFETY EXPLOSIVES AGENT 
+ 4 l + san a ee ee ih i ae i 
ACTS IN RAIL SERVICE AGTS | | N MOTOR SERVICE AGTS | IN RAIL SERVICE AGTS 
EXPLOSIVES AGENT 
| N RAIL SERVICE AGTS _| 
ee 
‘CES * FIELD OFFICES + FIELD © FPiCEeS * FIELD OF FICE E! 
i } j epuhctnningeiniataa ae ; 
w YORK ALABAMA SOUTH CAROLINA LLINOIS PENNSYLVANIA COLORADO MISSOU 
ALBA BIRMINGHAM CHARLESTON HICAG PITTSBURGH DENVER KAN SA 
aN AM N MOBILE COLUMBIA SPRINGFIELD ohio 
BUFFA “es WEST VIRGINIA LOWA 
EW RIDA TENNESSEE INDIAN CHARLESTON DAVENPORT | NEBRAS 
ACKSONVILLE KNOXVILLE FOR WAYNE WHEELING DES MOINES | LINCO! 
TAMPA MEMPHIS NOIANAPOLIS S10UX CITY OMAHA 
NASHVILLE WISCONSIN 
A EORGIA MICHIGAN MADISON KANSAS | NORTH 
ATLANTA VIRGINIA DETROIT MILWAUKEE KANSAS CITY FARGO 
NORFOLK LANSING TOPEKA 
KENTUCKY RICHMOND OHIO WICHITA 
ROANOKE : = 
erent CINCINNATI | MINNESOTA 
relate DULUTH 
NORTH CAROLINA a ca" MINNEAPOLIS 
° ST. PAUL 
CHARLOTTE | | 
RALEIGH | | 
L linia hind 
= ADMINISTRATIVE ACTIVITIES : BUREAU FUNCTIONS ARE GROUPED UNDER ACTIVITIES ACCORDING TO 
~: QUASI - JUDICIAL ——— C1) ECONOMIC INTERESTS AND 1.C.C. OBJECTIVES AND 
; sd BY 
_: CONSULTATIVE (2) TY PES of CARRIERS 


r ELD SERVICES : FIELD SERVICES ARE BY TYPES OF CARRIERS WITHIN GEOGRAPHIC REGIONS 
WITH FUNCTIONAL GUIDANCE FROM SPECIALIZED ADMINISTRATIVE 
OFFICES AND BUREAUS 


#% THE ESTABLISHMENT OF REGIONAL OFFICES DOES NOT CHANGE THE 
PRESENT STRUCTURE OF FIELD OR DISTRICT OFFICES 











| 
_ . —— + 
| STATISTICAL SERVICES | 
- MECHANICAL ANNUAL REPORT. 
| ACCIDENT OPERATING RET 
|_ $5.9 - $ 281,242 


REGIONS 






IV 


REG.MANAGER 


49.9 $ 343,945 








7 — = ee ame oe oe oe | 
—---'------ ' ete teeta iat teentiealiemton| 
e ~OIT SPE A NVESTIGATIOR f NYES a7 . 
TE > JTHOR Cl L VV ES r A r Dit \ VV A . reo ‘ r 

| M/S TERE Ae Zz. C ALL CARRIERS ) ; M MF AUTHORITY A ARRIERS) M mr A 

b | t 

| j i | 

| | | 

; \ | 

= ~— = = J bo on —_—<_ = a» a a —— J t 
| 

\TIVE ADMINISTRATIVE ADMIN A 
| 
| 
| 

RNEYS RE NA ATTORNEYS 7 RN | 

2-$ 15.915 4-$ | 

i 
| 

GATORS SPECIAL INVESTIGATORS 4 | 

RS a ARRIER j 

AMINERS REG HEARING EXAMINER iG EXAMINER | 
| 

J 
A T G f AMINERS XAMINER 
A NER “ N NG x v \ 4 Vv . 
SeiaRenE AND VALUATION ENGINEERS N A A N ENGINEERS 


w 
- 
m 
om 
@ 


© 
” 
> 


AGENTS MOTOR R A N 5 NTS 
ETY NS Pp WwW a x fh ‘ 

2-$ » $ 

SA TY ‘ F MA f acre Ty s 

NSPE M VE FFE J : ' 

6 $ 46 ; 9 ¢ 
ES i 
NTROL 
E 

RA r Y VSI \ os NSPE 


ICES x | FIEI ‘ : - - ge 
| vELD OF FICES FIELD OFFICES * 
SSOUR ARKANSAS KLAHOMA at MONTANA 
KANSAS CITY tce ues a “ ie 
ST.LOUIS RLAHOMA PHOENIX BILLINGS 
; I ANNA TEXAS A Dk A Q r \ 
FBRASKA = J ;REAT FA 
. NCOL we NEW ORLEANS AMARILL A ELE } 
1 _N a ‘ ” - Ar 
re SHREVEPOR DALLAS AKLANE ORE N | 
FORT WORTH SAN FRANCIS PORTLAN 


NEW MEXIGC HOUSTON $7 K N 
ORTH DAKOTA ALBUQUERQUE SAN ANTOD TAH 


FARGO P ALT LAKE Ty 
are a WASHINTON 
j 
| 


WOLF MANAGEMENT ENGINEERING COMPANY. pvecem@eR. 1952 





THE 


The present number of L5 


specific functions. 
to efhicient 
rether, 


obstacles 
crouped ti 
functions and a 

Also 


ILITLIST Ally ¢ 


which 
of 


the] 


permit a { 

We appre 
different l 
ization: altho 
an admunistrat 


| > 
hh Bl 


yvpes 
VD 


interest 
the Co 
often 
The 
economic ut 
The hf 
thre 
the 


administrative bi 


AS 


propos 


LiVitl 


resp 1] 


Interstate Commerc 
Wreau 
Such consolidation 
make more effec 

tions. For « 

( Les, proced 


activilles i 


to fluctuati oads 
cording 1 acklog ¢ 
backlogs by 
under the 
process becom 
corresponadalh \, 
Attornevs e! 
to Commissio1 
investigating 
latory action 
one ceneral 
Similarly all 
would be 
Our 
bureaus he 
Admu 
Law 
secretary 


account 


second recomme 


msolaated 


ustratlon 


and 6 specialized admin 


Certificates and F 


Trafhie 

Hearings 
‘Transport 
Safety Inspect ion 


Servi 


ot hers 


admiunist 


coord 


(‘Commission 1n 
lth ¢ har 


ants, SLUAvISvL 


consolidated ul 


INTERSTATE COMMERCE COMMISSION 


I] 


organized 


carriers, 


bureaus, some 


according to of 


ty pes 
Related 


I 
has led to duplicaty 


activities 


and 


ration ure 


} 


ination of the ac 


bring the p 


of such 
and contribute to « 


LLiLe FYTOUDS 


] 
complaints, a 


me 1 


thre 


in the chapter eC 


bureau 


"‘abive 
transporta 


t 
Le 


S WOuULCa el 


7 
iable stall 


~ would f 
ards ol 
esp 
In rotatin 


aces 


and Lh) scl dulin 


yr Ceses 


In parts 
When such s 
ol 
Ol ey 


iby be hand] 


one bi 


to © ommiuissioners 
ODULLONS 
fending the or 
+} + 
Lhe Courts WoO 
1 
of a general counsel 


t t 11 


clans, and 


der one admunistratl 


Inanee 


es 


Accounts and Statistics 


according 


overlapping 


presents 


hot 








6 SURVEY OF THE INTERSTATE COMMERCE COMMISSION 


In addition, an Office for Field Administration shall coordinate the 
activities of the field organization All offices and bureaus shall be 
directly responsible to the Managing Director.’ 


IT] 


\t present, the administrative bureaus at the Washington level, 
having service staffs in several districts and zones throughout the 
country, exercise direct-line as well as functional authority over their 
respective personne! 

The importance of this segment of the Commission’s operations 1s 
clearly shown by the fact that there are approximately 540 persons 
mploved in field operations of a total emplovee roster of nearly 1,860 


persons, or 35 percent of the total approved 1953 budget 
his long-distance supervision of the field personnel and of then 


t i i 
vities results in administrative problems lield offices in most 
areas are physically and functionally separate from each other. Some 


mplovees work directly out of their respective homes. with limited 


personal contact with their direct supervisors who are located in 
Washineton. The lack of personal contact between management in 


Washington and emplovees in the field extends, in some cases, to 
everal months, even 1 or 2 vears 
Inquiries are addressed directly to Washington with respect. to 
affairs that could be disposed of by field personnel. Volumes of corre- 
pondence relative to administrative problems and regulatory ques- 
tions ven on matters of minor issue, are referred to Washington 
yuireaus and to individual Commissioners. The field offices instead 
of rel ne the Washineton bureaus of day-to-day workloads, cannot 
rut on to best advanta because they lac the authoritv to match 
t hae funetional activities and responsibility 
There is a definite need for completing the program of consolidatin 
office space in the Commission’s field offices. The proposed Field 
(dministration Office and staff not only would be better able to accon 
lish this, but also would be able to in ite the el | activities 
witl the various office 
The field oreanization of the Commission needs to be better coordi 
d and administratively supervised. Tl yhasis should be upon 
organ the field staffs within veograp! recions and assienine the 
r i ) personn 1 to meet the divers weeds of the various t) pes 
t} nh eu hy l lon 
Qu hird recommendation, therefor s that the field Operations 
{ ( a ed under six ographi regions The internal, administra- 
to all regional activities (office arrangements, hearing 
room clerical aids, s Iippli Ss, cl portment of field staffs, ete should 
be made the respon ibility of a regional manager, one for each region 
who at the same time would act as a supervisory executive for one 
of the specialized field services in such region 
t i 
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The Commission’s hesitancy to delegate authority in regulatory 
matters is one cause of the heavy workload of each individual Com- 
missioner. The mass of detail which must be examined by each 
Commissioner leaves little time for the long-range planning of regula 
tory programs; hence, decisions must be made on an individual 
case-by-case basis. Such a method results in an increase in the 
administrative work of the Commission 

Kffective December 1, 1952, the Commission ordered the delegation 
of part of its regulatory authority to its Fourth Section Board and 
to its Suspension Board in the Bureau of Traffic. Similar quasi- 
judicial authorities may well be delegated to qualified boards of threé 
or More staff members with respect to applications for operating 
certificates, certain finance and transfer cases, certain cases unde 
modified procedures hearings, service orders, safety rules, temporary 
operating authorities and initiation of special investigations for 
possible legal actions—all under policy standards, reservations, and 
limitations established by the Commission 

Our fourth recommendation, therefore, is that the Commission 
under section 17 (2) of the act, delegate more regulatory authorities 
to additional qualified boards of emplovees, subject to specific reser- 
vations of the Commission, with the Commission, or any of its Divi 
sions, serving as the appellate jurisdiction, 


\ 


st ecialized staff services for the entire organization ar urgent] 
needed. for 

ad The development and application of work Leah inls wt} 
nstructions on procedures; 

6) The establishment of poli \ cuides and of performance 
standards to be used by each office and burea he 

¢ A central control otlice of operations where the workloads 
of all offices and burea Is shall be measured ana followed; whe 
where all work progress shall be controlled 

These internal administrative staff services for management im 
provement are constantly needed and must be progressively improved 
upon as experience and results attained may dictate The Bureau 
of the Budget and the Civil Service Commission are now staffed 
with management and administrative specialists and, upon request 
will make their staff counsel available to the Interstate Commerce 
Commission. 

Our fifth recommendation, therefore, is that a section for manage- 
ment procedures and controls under the Office of Administration shall 
be established and organized. The specialized professional personnel 
for this section involves, at the outset, eight new positions: one chief 
management specialist with five assistants trained in methods, pro- 
cedures, and control techniques and two steno-clerks. 
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Over the vears of multiple executive type of management conditions 


have arisen within the various bureaus which make the functions, 
objectives and policies, and even the kev personnel, of one bureau 
inknown to the others Conferences and staff meetings among 
Bur 1 Directors are too infrequent 


When services and functions are not well coordinated, when staffs 
are not well informed on policies and Ove r-all programs, experience 
has shown that there usually develops a sluggishness and awkwardness 
in the work process. The present operations within the Commission 
oO exception 
ie formation of an operations staff council is necessary, with 
Il services to the council (for preparing the agenda and for following 
the recommendations of such council) to be made available throug! 
the Section Chief for Management Procedures and Controls under the 
Office of Administration. 

Our sixth recommendation, therefore, is that the Managing Di- 
rector, as an aid to his office, shall form an operations staff council, 
holding regular meetings with agenda prepared in advance. Members 
of such council shall be the managers of staff offices, the Directors of 
Bureaus, and the Secretary of the Commission 

Repr sentatives of other Federal agencies, such as the Civil Service 
Commission, the Bureau of the Budget, and the General Services 
Administration, would be called upon as special advisers to this 


council on problems relating to their respective activities 
\ 
VII 


The specialized problems confronting some bureaus are of a hi 
technical and complex character. 

Our studies indicate that such bureaus could advantageously make 
more use of formal committees to review and guide their work pro- 


grams and special projects. For example, accounting systems and 
methods, statistical practices, economic research projects, and valua- 
tion programs are all complex. Any one of such work programs should 
be simplified and improved from year to vear. Also, their relative 


importance to the Commission and to the particular transport indus- 
tries may vary, and, therefore, should be reevaluated from time to 
time 

There is need for technical standards for equipment inspection 
and for service practices and safety rules, to be developed, revised, 
and constantly brought up to date 

This need for specialized, technical committees to review and 
guide procedures also applies to those bureaus concerned with hearing 
and examining the cases which come before the Commission. Since 
August 1952 there has been a Committee for Modified Procedures 
to develop methods for adoption by the present Bureau of Formal 
Cases and by the Section of Complaints under the Motor Carrier 

sureau. 

It is our opinion that representatives of practitioners, of carriet 
systems, and of the Commission, should be constituted a permanent 
committee for reviewing and recommending rules, practices, and modi- 
fied procedures to provide standards of conduct acceptable to the prac- 
titioners, to the carrier industries, and to the Commission. 
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No one authority Is likely to be competent to pass judgment Ol 
either the validity of the work programs, or the processes employed 
or is able to appraise the economic needs of many phases of the admin- 
istrative functions of the Commission. The practice of collaborating 
with such committees consisting of staff members and of industry 
advisor\ FTOuUps IS venerally Demme followed DY the (‘ommuiussion 
However, it is our opinion that the number of such committees could 
be multiplied; their meetings and agenda could be more formalized 
and their members should be representative of the entire organization 


of the Commission and of particular industries affected 


Our seventh recomm«s ndation, therefore is that t ot apporml 
ing specialized technical review committees to review and guide thi 


work of administrative bureaus shall be extended: that their meetings 


t 


and agenda shall become regular functions of the Bureaus;and that the 


members of such committees shall consist of Commission staff 


| I mem 
bers, of accredited Independent engineers and specialized technicians 
representing Management, labor, and other interests ac raing te thre 
specialized objectives of each particular burea 
Vill 
An important change under the proposed organizational structure is 
the design of the financial budgetary controls to correspond with th 


functional organization 
Budget requests are now made on the basis of bureau requirements 


| l 
and workloads, and according to activities under “general expenses” 
and “special accounts” classifications 
Currently, there are seven basic activities classified as general 
expense accounts 
] \pplications, complaints and other proc edings 
2. Investigation, litigation, legal advice, and compliance 


Collection and analysis of accounting and statistical data. 
$. Supervision of rate publications. 
a Railroad car service, 
6. Valuation of railroads and pipelines 
7. Administration. 
In addition to these seven general expense a&ccoul ts, there are two 
spe ial account classifications, namely 


S. Railroad safets 


) Locomotive Inspection 
Regardless Of the reason or origin of the present nine account 
classifications, these do not now correspond to th 15 Bureaus and 
Commissioners’ offices. There is no relation between the financial 
budgetar\ controls currentl nh ise and the actual | ictional activities 


under the present organizational structure of the Commission; hence 
it is verv difficult either to estimate or to make up the budget Present 
budget. appropriations cannot match or answer realistically the 
internal needs of the organization and of its “operations or reflec 
soundly and objectively the external requirements 

Under the realinement of the administrative functions of the Com- 
mission, as recommended under Il, we project eight major Froups 

One general administration, including Commissioners and Managing 
Directors’ offices, the offices of administration, and secretary. 

One Office of Law. 


t 
er 
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Six administrative, one for each specialized activity grouped ac- 
cording to: (a) Economic interests, (6) Twpes of carriers regulated. 

The field administration and the six recional offices would be dis- 
tributed according to the above eight activities 

These eight major activity groups are proposed to correspond with 
an identical number of major account classifications 

The budgeted amounts, and the distribution of awppropriatlons, 
between and within these eight major account classifications, should 
be made according to (a the internal needs of the Commiussion’s 
organization and its operations, and (6) the external needs of economi 
interests regulated 

Our eighth recommendation, therefore, is that the financial realine- 
ment of the budgetary account classifications shall be made simul 
taneously and shall correspond with the alinement of activities under 


the proposed organizational structure 


IX 


Nian ( employees in certain bureaus are expected to retire during 
t | Next te years Of 1,019 administrative and technical employees 
in the Commission with a civil service rating of GS-7 or above, 65.3 
percent are 50 vears and olde Of 280 key persons 60 vears and 
older in this group of 1,019 emplovees, almost 93.2 percent of them 
have sufficient eligibility to retire at any time. This manpower situa- 


tion Is serious and requires early action 
Over 8O percent of this group of 1,019 employees are technical and 


professional persons (statisticians, tariff examiners, locomotive and 
salet ispectors, lawvers, accountants, engineers, ete , Aan of whom 
lave dministrative training. This situation is aggravated by a Pei 


sonnel Office with inadequate personnel programs 

Unless the Personnel Office is able to initiate and effectively carry 
out much-needed personnel programs, there is little likelihood that the 
quatit Ol Upervision will li prove or that the ( ‘ommission Can SuUCCeSS 
fully delegate additional re sponsibility and authority to its stafl 

Our ninth recommendation, therefore, is that personnel manage 
ment in the Commission receive increased recognition; that plans be 
made for recruiting and training personnel to replace the large seg 
ment of key persons ready to retire; and that essential personnel 
programs be developed and carried out. 


X 


\ major benefit under the proposed organizational structure is that 
individual Commissioners will be freed of details connected with ad- 
ministrative duties and operations. The Commissioners are then able 
to devote more time and effort to the consideration of long-range 
policy, regulatory programs and quasi-judicial cases of major issue. 

Concurrently with-our preceding recommendations, provision should 
be made for the Commission to engage independent transportation 
consultants having no administrative or regulatory duties of any kind. 
Each consultant should be a specialist of a particular transportation 
field regulated by the Commission with extensive experience in ad- 
ministrative and operational problems within his particular field of 
transportation, 1. e., rail, water, highway, or pipeline. 





SURVEY OF THE INTERSTATE COMMERCE COMMISSION 11 


Chese consultants should he selected from nh roster of q 


a pulled 
persons submitted bv the various tvpes of carriers. The counsel of 


such specialized consultants st} uld also be available to the Cor 
mission and to its Managing Director to augment the knowledge and 


abilities of the Commission’s personnel when necessat Policies 
Systems, and programs affecting the national transportation system 
should be studied and developed by these spe inlists and should bi 
recommended and submitted by them to the Commission 

Staff services to these consultants such as research, technieal and 
clerical assistance should be made available through the Director of 
the Bureau of Accounts and Statistics 

Our tenth recommendation, therefore, is that specialized trans 
portation consultants shall be emploved by the Commission, on 
when-actually-emploved basis, for the initiation and development of 
policies and programs Which ay inthire nee the regulatory and admin 
istrative activities of the Commission, but shall be primarily to ‘ fost« 


sound economic conditions in transportation " to the end 0° 
developing, coordmating, and preserving a national transportattor 
system by water, highway, and rail, as well as other means, adequat: 


LO meet the needs of the commerce of the [ nited States. of the post 


service, anl of the national defense.”’ 
X] 


Reduction in the lare backlog of Cases, notably, applications {Ol 
operating certificates by motor carriers 1s) an immediate problem 
Two methods may be pursued: one, increase temporarily the staff 
of examiners to hear and review the cases awaiting action by the 
Commission; or, two, change the organizational practices and work 
process, where possible, in order to handle the current workload with 
greater dispatch Both methods can be used simultaneously 

Changes in organization and work processes, however, are not likely 
to attain maximum efficiency immediately, because simplifving the 
administrative funetions and = streamlining the activities of 
organization call for managerial talents of a high order and take much 
time to translate into actual practice 

It is our estimate that the proposed changes in thre organizational 
structure of the Commission and the provisions for more eifective 
imangement under these recommendations should permit the Com 
Mission eventually to process its workload more qui k]y and to become 
current in its operations without adding to the number of permanent 
emplovees provided for in the 1953 budget. 

However, in order to reduce quickly and effectively the current 
backlog of pending cases, both in the Bureau of Formal Cases and in 
the Motor Carrier Bureau, we estimate that approximately 50 
additional examiners are needed. There are at present in excess of 
30 examiners assigned as personal staff assistants to individual 
Commissioners, and it is expected that, if recommendation IV_ be 
adopted, as many as 20 of these examiners could be returned to their 
respective bureaus.!! 

"18 Quotation from the statement of National Transportation Policy in the Interstate Commerce 

Reference is made to work flow and work measurements in the chapt t 
ations.”’ 
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As soon as the hiring of new examiners permits, several hearing 
examiners should be stationed in each regional office for hearing 

eal Cases - 

The addition of new personnel would not only reduce the backlog 
of pending cases but would provide for the training of new staff 
members before the current members retire.” 

Our eleventh recommendation, therefore, is that a staff increase of 
30 examiners and approximately 15 steno-clerks shall be immediately 
authorized, and that this personnel increase may be reduced during the 
following 2 Vears, as older persons retire from service. This recom- 
mendation Is dependent upon the proposed organizational structure 
being made effective while the older staffs are still available before 
their retirement to train the new employees. 


GENERAL OBSERVATIONS AND COMMEN'I 


There are a multiplicity of subjects and problems which deserve 
special consideration. 


A 


The total number of employees, as of August 1952, being approx- 
} 


imately 1,S60, 1s adaial a thousand less than the number of positions 10 
vears ago. In relation to the importance of the work and responsi- 
bility of the Commission serving an important segment of the national 
economy consisting of 7 percent of the total national income and over 
} percent of the total national labor force, the present number of posi- 
tions with the Commission cannot be considered excessive. Our 

idies of operations indicate that it is en to increase the num- 
ie of eee and, corresponding) 





v, the budget appropri ytions in 
order to reduce quic kly the current b: acklog of cases pe nding and to 
f exe litate the adoption of measures that would increase the efficiency 
of the Commission in the near future. 

Under 1953 account classifications, budget requests for 1953 were 
for a total average number of 1,978 positions, including 123 for railroad 
safety and 105 for locomotive inspection. The requests of the Com- 
mission’s Bureau directors called for an even greater number of 
positions in order to do the work of the Commission. 

We recommend the following new and additional positions: 

ap Managing Director 
cht manageme nt-proc edures positions 
‘ el additional examiners 
lifteen steno-clerks 
One manager of Office of Administration. 

This is a total of 55 new positions requiring a budget appropriation 
of approximately $350,000. This is a minimum figure for salaries only. 
In addition, there is a need for travel funds for the new personnel over 
and above the total amount of the 1953 budget request. 

However, the large number of employees in the Commission who 
will retire in the next few years and the increase in efficiency possible 
through adoption of recommendations in this report will soon alter 
the number of positions needed by the Commission. 

The proposed increase in staff will (a) reduce the backlog of work 
as soon as possible, (6) permit younger employees to be trained for 


2 Statistical tables and graphs on personnel analysis are to be found in appendix C. 
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key positions ol emplovees soon to retire, and (c) expedite the adoption 
of new methods and procedures without creatine additional personnel 
problems. , 
Concerning personnel requirements, it must be again emphasized 
that the Commission has experienced a 35-percent reduction in per- 
sonnel in the last 10 years. Nevertheless, we do not advise further 
increases In positions above the number requested under the 1953 
budget (1,978 positions), until after the effects of increased efficiency 


+} 1 
} 


‘ } 
proposed new organizational structure can be evaluated 


OT thre : 
The following eight basie steps constitute the minimun require 
ments necessary to implement the new organizational structure 
i. Appoint a Managing Director: 

2. Effect Bureau consolidations under proposed organizationa 
Structure: 

3. Establish a Field Administration Office and organize thi 
lin regions, as outlined under the proposed organization 
t. Delegate quasi-judicial authorities to qualified employee 


5. Establish a Management Procedures and Control Offies 
and employ its staff: 

6 Appoint technical review committees for each Bureau, as 
consolidated, to review and help determine validity and need of 
work programs of the respective Bureau; 


7. Employ additional examiners to assist In reducing current 
backlog and 
8. Develop a personnel program in collaboration with the 
Civil Service Commission 
In a reasonable length of time after these steps are made effective 
a more detailed appraisal of personnel requirements for each bureau 
may be made with respect to the number of positions actually neces- 
sary 101 the performance ef the work of each office and bureau 
Under the present organization and methods of operation, any more 
detailed estimates of the number of positions required would De 
unrealistic and could be unfair to the Commission as well as to the 
public OI private interests affected 


The number of operating problems due to delays in procedures 
caused by practitioners and petitioners not appearing for scheduled 
hearings or filing incomplete information indicates that serious con- 
sideration should be given to the assessment of fees for repetitious 
filing. 

The assessment of fees for interstate licenses or certificates might 
also be considered. Such problems are outside our assignment, but 
they may well be studied by industry groups, together with staff 
members and specialized consultants, because their solution may 
assist in expediting the work processes of the Commission and im 
reducing unnecessary delays 


All the changes in organizational structure, the realinement of 
administrative activities and of budgetary controls, the delegation 
of administrative and quasi-judicial responsibilities and authorities, 
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the appointment of a Managing Director, transportation consultants, 
technical review committees, and additional emplovees, as recom- 
mended by us, appear to be within the present powers and authority 
of the Commission under the Interstate Commerce Act, except the 
consolidation of the Bureaus of Safetv and Locomotive Inspection 
Section 3 of the Locomotive Inspe tion Act provides 
that there shall be appointed by the President, by and with the advice and consent 
of the Senate, a Director of Locomotive Inspection and two Assistant Directors 
of Locomotive Inspect on . ’ . 
We believe that, for reasons of economy and efficiency, the Bureaus 
Ol Safety 


bureau 


and Locomotive Inspec tion should be consolidated into one 
The logic of this consolidation is supported bv the fact that 
both Bureaus, even now, are administratively supervised by the same 
Commissionet! 

We recommend, therefore, that steps be taken to revise the Loco 
motive Inspection Act to permit such a consolidation. 

The over-all workload of the Commission is, of course, the cumula 
tive result of the Interstate Commerce Act, as amended, and of 
elated acts of Congress. The regulation of interstate commerce is 
complex; but it appears to us that legislative studies leading to sim- 
plification and clarification of the entire act may prove to be ad- 
vantageous to the Commission as well as to the public and private 
interests subject to the authority of the Interstate Commerce Act 


LD) 


We find that recommendations made as a result of our studies 
are not basically contradictory to those made by the Commission 
on Organization of the Executive Branch of the Government in 
the latter’s report on regulatory commissions, or in the report of 
its task foree on the Interstate Commerce Commission. 

However, instead of assigning administrative responsibility and 
authority to the Chairman of the Commission, we recommend that 
such administrative function be delegated to a \ianaging Director 
responsible to the Commission. It is our opinion that the Chair- 
man has prio! duties and responsibilities as presiding officer of the 
(C‘ommission and as a member of the Commission who participates 
in its deliberations Also, as the official exercising general control 
over the Commission’s calendar and agenda of quasi-judicial de- 
liberations, the Chairman should not be burdened with adminis- 
trative functions and operating details 

Further, instead of transferring to the Department of Commerce 
the equipment inspection and functions relating to safety rules 
and rail-car services, we recommend that such functions remain 
within the Interstate Commerce Commission. These functions are 
a vital part of any program for “developing, coordinating, and 
preserving the national transportation system.”’ We believe such 
funetions could be better performed by the Commission, under 
our proposed organization structure, 
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ORGANIZATIONAL STRUCTURE OF THE INTERSTATE 
COMMERCE COMMISSION 


1. HisrortcaL DeEvVELOPMEN' 


The present organizational structure of the Interstate Commerce 
Commission developed under the influence of the various congres- 
sional acts relative to interstate commerce and has followed the 
traditions of thi Commission since its earliest days 

In 1887, the Commission was organized as the regulatory agency 
for one type of carrier only, railroads. Over the years, the functions 
of the Commission were extended to include regulation of additional 
carriers engaged in interstate commerce, as follows 

Pipelines (except water and gas lines), 1906 

Pullman Co., 1906 

Express Companies L906 

Motor carriers, 1935 
Water carriers, 1940 

Private ca lines, 1940 

Freight forwarders, 1942 

Originally there were only five Commissioners whose basic functions 
were both regulatory and administrative They were assisted by 
three staff divisions By 1911 the volume of work had increased to 
such an extent that the organization had developed into ten bureaus 
under nine Commissioners 


The continued pressure ot} workloads prompted the Commission in 
1917 to delegate specific authorities and functions to three divisions of 
three Commissioners each whose decisions were subject to appeal to 
the entire Commission At this time, the principal activity of the 
Interstate Commerce Commission was still related to the regulation of 
interstate rail transportation 

In 1933 individual Commissioners were given authority to considet 
and decide certain issues, subject to appeal either to a division or to 
the entire Commission Tradition was adhered to by extending suecl 
authority on the basis of specific functions or subjects 

This process of increasing the size of the organization and delegating 
functions to divisions and commissioners response to imnerease 
activities and workloads Was climaxed in 1936 when the Interstat 
Commerce Commission was increased to 15 bureaus and 11 Com- 
missioners 

The res iting orevanization then pecaume too iInwieldy Lor efficient 
management. Also, at this poimt the Commission departed from its 


original plan of organization, which was based on functional bureaus 
and added a special bureau for motor carriers, which created a dual 
type organization. This further aggravated the situation. Under 
this arrangement certain sections of the Bureau of Motor Carriers 
duplicated the activities carried on by the functional bureaus. This 
precedent was followed when the regulation of Water Carriers was 
added in 1940. 
15 
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lhe Commission's activities are now performed under such dual- 


1 


type of organization, 1. e., organized according to specialized functions 
operating certificates, rates, traffic services, safety rules, accounting 
controls) and at the same time repeating the same functions in separate 
bureaus for particular types of carriers (rail carriers, motor carriers, 
ecognized the awkwardness of this dual-typx 


Orgvanizatllol and in i¢ last few Vears has consolidated several 


Sections of the Bureau of Motor Carriers with the original funceti nal 


‘ | } | ] E 
Keven after the number of bureaus had been Increased to Lo, the 


Commission continued to operat inde) a multi le executive type ot 


nanavement 
C'urre ntl, an indi idual Comm sioner, Serving as a ive mber of one 


division of three Commissioners, may also serve as a member of anothe 


divisiotr Likewise, an individual Commissioner, administratively 
supervisin One bureau may also be supervising another bureau 
Obvious Commissioners cannot divide themselves into groups ol 

eacl nd serve on 5 divisions, or assign themselves to supervis Lo 


bureaus without some overlapping responsibilities 


hi akness of this form of organizational structure, at top levels 
vas referred to in our Interim Progress Report of October 20, 1952 
t is also reflected in the accompanying chart of the present organiza- 
Clor \u { 952, included in appendix Ie Under present arrange 
ments, the five divisions of the Commission perform the quasi-judicial 
functions; however, the individual Commissioners, in their respective 

OT VISE positions have both administrative and quasi-]u hetal 


When operations are divided among coequal executives Who 1n 


turn are dividing their attention Hmone a numbet Ol specialized tasks, 
eXperlen has shown that inefficiency economic Waste delays IT) 
procedul Or CoOordmation ana lea < of administrative programs 
result Our survey confirms this 

Phu the three fundamental weaknesses of the Commission are an 
outgrowth of this development a) the overexpansion of the numbet 
of bureau h) the dual-funection earriet type organization i thre 
nN lt ple executive Management 


Recently, an attempt to strengthen the n iltiple executive type ol 


management was made by the Commission when the Chairman wa 


ce nated the administrative head of the Commission. This measure 
to impro administration did not fundamentally correct the awl 
wardness inherent in multiple-executive-tvpe management. Furthe1 
Dare thr principle ol rotating annually the Chairmanship amone 
Commissioners which has been followed for many vears makes it 
almost 1 ossible to achieve long-range planning on admunistrativi 
matters 

9 


RECOMMENDATIONS FOR PROPOSED ADMINISTRATIVE ORGANIZATION 


aptel entitled 


The ehart of the proposed organization in the ch 
“Summary of Comments and Recommendations” differentiates be 


tween administrative relationships drawn in unbroken lines 
quasi-] idicial relationships drawn in dash lines om au ams), and con- 


sultative relationships aqarawnh in dash-dot-dash lines in ) ttm ® tte 


We shall discuss thie organization in this ordet 
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regulatory actions and decisions based on quas dicial proceeding 
are grouped as an activity to be administered by a Bu tof Hear 
Ings 

d) The publie’s, carriers’, and shippers’ interests in adequate and 
efier nt transport services are grouped as an & rity to be admit 
tered by a Bureau of Transport Services 

e) The public’s, carriers’, emplovees’, and equipment manuta 
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basic weakness of a multiple- xecutive type of 
to achieve the most efficient administration, the 
supplant its age-old tradition of multiple-type 


t for the more practical managing-director tvpe operation 


ls 


turers’ interests in all matters relating to safety are grouped as ar 


activitv to 


be administered by a Bureau of Safetv Inspection 
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f) The publie’s and carriers’ interests in all forms of economic 
measurements and in methods of economic research for regulating, 
developing, coordinating, and preserving the national transportation 
system are grouped as an activity to be administered by a Bureau 
of Accounts and Statistics 

gq) The publie’s and the Commission's interests in efficient and 
economical performance of this agency's duties and functions are to 
«© centered in an Office of Administration 

h) The publie’s and the Commission's interests In competent legal 


} 


counsel and actions by this agency are to be uniformly administered 
by an Office of Law 

The public’s and the Commission's interest In receiving and 
releasing Information with respect to this agency’s orders, actions, and 
ecisions are to be centered in an Office of the Secretary. 
In all references (a) to (7) above, the publiec’s interests are, of 


COUTSEe, 


inderstood to be identical with the interests of Congress 


MANAGING DIRECTOR 


We propose that the administrative head of the Commission should 
i Managing Director He would report to the Commissioners in 


ame wav as the chief executive in private industry reports 


to a Dor rad ol directors. The Sus vested adescription of this proposed 
position mav be found in appendix B-1. This position description 
0 itlin thie majo lunctions ot a \lanaginge Director and indicate : 
hy elationship and importance to the organization 
B. GENERAL STAFI ERIC 
thre limi tratie 


j 


Phis Office is currently known as Bureau of Administration and 


now managed by the Secretary of the Commission 
We propose that the Office of Administration bi separated from 
the Office of the Secretary and supervised by its own manager. This 
Office should funetion as a general staff service to the entire organ- 
ation 
The proposed Office of Administration is to embrace all its present 
seCTIOI B ideet and iseal, Personnel Office, Publeations and Sup- 
plies, Stenograplhic Mails and Files, and Dockets: and, in addition, 
the 1 vy Procedures and Control Section with the following Service 
Work Manuals and Instructions Unit.—-Prepares work manuals 
and operating instructions to be used in every office and bureau 


throughout the organization 
by Ste / Was a / Procedure sl nit 1) velops performance stand- 


ards for all processes used in all offices and bureaus Performance 


standards should be developed in collaboration with various manage- 
ment programs developed for Federal agencies by the Bureau of the 
Budget and the Civil Service Commission. Performance standards 
for professional work may be estimated by groups of staff executives, 
office managers, and Bureau directors experienced in various specialized 
professional activities. This unit should also develop organizational 


structures, operating practices and procedures. 
c) Sehedules and Progress Control Unit.—Collaborates with the 
various administrative sections of individual offices and bureaus in 
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the development of work schedules and controls under the formats 
developed by this unit. Each of the various administrative sections 
should submit to this service unit periodic work schedules and progress 
reports. 

a) Office OT Law 

We propose that this office serve as legal counsel to the Com- 
missioners, the Managing Director, and the entire organization, carry 
on the enforcement work of the Commission, and defend the Com- 
mission’s orders in the eourts It is to be directed by a general 
counsel who is administrative head for all legal functions of th 
Commission. 

It is our intention that the present Bureaus of Law and Inquiry 
and the legal sections of the Bureaus of Safety and Service be consoli- 
dated in the Office of Law. This recommendation extends the pro- 
gram which the Commission already has adopted by consolidating the 
Section of Law and Enforcement of the Motor Carrier Bureau with 
the Bureau of Law. We also recommend that the Unit of Annota- 
tions now a part of the Secretary’s office, be transferred to the Office 
of Law 

Among the advantages to be gained, through consolidating th: 
legal talents engaged in prosecuting or defending the Commission’s 
rules or decisions in the courts, is the elimination of the confusion 
which arises from different attorneys representing different bureaus 
in the Commission’s relations with the public and the courts 

The Office of Law should render all legal opinions, because it may 
be called upon later to defend these opinions It should also direct 
the special investigations of the Commission to assure the prope 
gathering of the evidence to be used in prosecution 

We recommend, therefore, that this office exercise functional 
authority over all special investigators and regional attorneys sta- 
tioned in the various offices of the field organization 


(3) Office of Secretary 

The secretary is the custodian of the Commission’s seal, records 
and property. He signs the orders of the Commission. All releases 
to the public and to the press with respect to any matters or cases 
pending before the Commission are issued through this office. He 
answers requests for information with respect to any matters before 
the Commission and prepares reports or news releases pertaining to 
its affairs, subject to the approval of the Managing Director. 

Substantially, there are no changes proposed for the Secretary’s 
Office. However, he is not to be the head of the Office of Administra- 
tion, and it is proposed the Unit of Annotations be transferred to the 
Office of Law. One of the reasons for separating the Office of Admini- 
stration from the secretary is the special relationship which the 
secretary has with the Commission and its divisions under the law 


C. SPECIALIZED ADMINISTRATIVE BUREAUS 


1) Bureau of Ce rtificate sand Finance 
We propose the consolidation of the present Bureau of Finance, the 
Bureau of Water Carriers and Freight Forwarders, and the Certificates 
and Insurance Sections of the Present Bureau of Motor Carriers into 

a Bureau of Certificates and Finance. 
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Essentially, the new Bureau of Certificates and Finance would 
direct all matters relating to operating certificates, private ownership 
hnterests, finance cases and mergers W ith respect to all carriers. These 
subjects are presently administered by different bureaus of the Com 
mission he economic interests served are similar, the objectives of 
the Commission = are similar and the administrative procedures 


mvolved are similar. Therefore, there is no logical reason for separate 


administrative departments for processing similar activities. We 
believe, further, that consolidation would lead to greater efficienev and 
econom 


The major functions of the consolidated Bureau of Certificates and 


‘To process all applications for certificates of convenience 


and necessity and for operating permits of all carriers 


bh) To process all applications for abandonment of services; 
£ yapprove applications for the pooling of traffie and for 
reements relating to jomt rates 
‘To process applications to consolidate, merge, purchase 0 
ase the properties of two or more carriers 
( lo process applications for the issuance of securities: 


/ lo process applications for the modification of Capital 
structures 
q To control and record the requirements of insurance 01 
other security by carriers as provided for under the various 
ections of the Interstate Commerce Act 
Currently, the Bureau of Finance has its own hearing examiners 
| 


und this method may have to be followed temporarily because of habit 
and the familiarity of examiners with specialized requirements for 
hearings related to finance matters. These finance examiners should 
be transferred to the proposed Bureau of Hearing however. as SOOT 
is Is Prac abi 

Although we recommend that the Motor Carrier Docket Unit bi 

bns red to the proposed Bureau of Certificates and Finance under 
our general policy of transferring complete sections, eventually, this 


Motor Carrier Docket Unit should be consolidated with the Docket 
Section under the Office of Administration, 

The present Bureau of Finance employs accountants and engineers 
for financial and technical analvsis of carriers’ accounts in connection 


with applications received. The Motor Carrier Bureau of Certifi- 
cates, on the other hand, utilizes accountants and engineers now 
assigned to thr present Bureau of Accounts and Statistics Unde 


the proposed consolidation, all accountants and engineres would be 
transferred to the Bureau of Accounts and Statistics as soon as an 
orderly adjustment is possible 

; ureau of Tra fli 

Under the present organizational structure, the Bureau of Traffic 
controls and records the tariffs of all types of carriers. Formerly 
the Bureau of Motor Carriers had its own Tariff Section; now thi 
Bureau of Traffic consolidates the similar functions carried on for 
railroad and motor carrier traffic rates, but integration of the two 
tariff sections has never been completed 
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Under the proposed organizational structure no Dasic structural 
changes are projected fol this Bureau It is anticipated, howevel 
that the integration of the functions within this Bureau will be com 
pleted 


3) Bureau of Hearings 


rhis specialized administrative bureau, unde! thre proposed oreani- 


1 . ° 
Zational structiwe would be a consolidation of the present Bureau of 


Formal Cases thr Bureau of Informal Cases. and the pre sent section 
rt ( omplaints Uae! thre \lotor ¢ arrier Bureau 
Currently, the Bureau of Formal Cases, headed by a chief examine! 


examines and hears various cases dealing principally with rail matt 
The Bureau of Informal Cases, headed by a chief, handles complaints 
concerning rates or prac tices by all tvpes of carriers all ced to be 


violations of th act, whi hy may be settled by correspondence or con- 
ference The present Section of Complaints of the Motor Carriet 


) } ] 
Bureau conducts all motor carrier hearings and formal proceedings 
with respect to tariffs and service practices. as well as applications for 
I t 
+) 


iwritres 


operating au 


The eentralizat On of c mitrol of the rotation of cases amone es 


uminers and the scheduling of examiners for hearings would permit 
more efficient administration. This does not preclude the specializa 
tion of examiners according to different subjects or problems involved 
inder examinations and formal hearings. This is a sound operating 


procedure which need not be elin nated, for technical specialization 


mav be continued by providing for specialized sections within thy 


Bureau. eit r by tvpes of earriers or by subject matte! 
+} ‘ : ] 

On the other hand, a certain amount of individual flexibility is 
lesirable to permit the interchange of hearine examiners, to speed 
+} ‘ { ‘ - ; 1 = 
the reduetion of backlogs in certain areas fhe responsibility. to 


1t11zZe Most advantageously the available staffs for examinations and 


hearings should be delegated to one administrative authority on 


such reasons, We recommend a pol \ which would make all examiners 
responsible to one functional authority 

\ separate section of this report entitled ‘Analysis of Operations 
deals extensively with the work processes Of examination and with 
the need for additional personnel for this particular bureau 

We hay e recommended the consolidation ol the Bureau of Informal 
Cases with the Bureau of Formal Cases because we believe this step 


should expedite the handling of more cases by informal methods 
¢ Bureau ) 1’) nsport Se? ICES 
| 
This proposed Bureau is to be primarily responsible for carrving 


out the administrative functions necessary to assure adequate trans- 
portation services by all carriers by coordinating the transport 
services and facilities of the various types of carriers. This Bureau 
consolidates the present Bureau of Service and those administrative 
Washington staffs of the Bureau of Motor Carriers and of the Bureau 
of Water Carriers and Freight Forwarders charged with functional 
supervision of their respective field staffs 

For effective administration of transport services by the various 
tvpes of carriers, the consolidation of the functions performed by 
separate carrier bureaus is to be under one administrative authority 
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Further, the functions under the present DTA, now administered 
by the Supervising Commissioner of the Bureau of Service, may well 
be assigned to this consolidated Bureau of Transport Services. 

Frequently, emergency conditions arise which call for effective 
coordination of transport services. The shortages of rail cars, 
emergencies due to acts of God, and transport needs under the national 
defense program require a centralized administrative authority which 
may be expanded or contracted 

The major functions of this new Bureau would be 

a) to act as the primary contact for the various types of 
carriers ; 
b) to issue or confirm service orders to expedite traffic; 
c) to keep the Commission informed concerning the physical 
service capacity of the various types of carriers ; 
d) to advise the Commission on the success of its policies 
insofar as these relate to the regulation of the transportation 
Svstem: 

e) to make recommendations regarding the extensions. of 
operating authorities and permits with a view to the over-all 
requirements of the national transportation system; 

f) to make recommendations regarding applications for aban- 
donment of services; 

g) to promote the cooperation of carriers with the various 
programs of the Commission; 

h) to mobilize interstate transport facilities uring times of 
national Ol local emergencies 


We recommend that this Bureau be organized by types of carriers, 
with a carrier “desk” for each type. This will provide a specific 
point within the Commission to which the carriers may bring their 
problems and suggestions 

This Bureau will exercise functional supervision over the rail- and 
water-carrier service agents and over the motor carrier district direc- 
tors and field supervisors. 

Under present arrangements, many of the field emplovees of the 
Bureau of Service, Bureau of Motor Carriers and Bureau of Water 
Carriers and Freight Forwarders are paid out of funds of the Defense 
Transport Administration. These staffs are supervised by executives 
of the Interstate Commerce Commission. If the DTA working funds 
are discontinued after the present defense emergency, the permanent 
staff of this Bureau will have to absorb some of the present emergency 
staffs in order to perform the Commission’s normal functions 


5) Bureau of Safe ty Inspection 

We propose that the present Bureau of Locomotive Inspection, the 
Bureau of Safety, the present Section of Safety of the Motor Carrier 
Jureau, and the Section for Explosives under the Bureau of Service 
be consolidated. 

For purposes of administrative efficiency, the technical and execu- 
tive functions related to inspection of equipment, formulation of safety 
rules and safety practices for the various types of carriers should be 
under one central administrative authority. The specialized techni- 
cal specifications for safety rules and the applications of such rules do 
not, in our opinion, require separate administrative bureaus. For 
economy and uniform policies, we propose one administrative bureau 
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which consolidates all functions with respect to regulatory and admin- 
istrative authorities dealing with safety matters 

We recommend no change in the respective technical functions con- 
solidated, except as safety programs may be improved from time to 
time. The specialized technical staffs, however, need to be continued 
because the training and technical requirements of safety practices 
are, of necessity, different for each type of carrier; hence, the sections 
would be organized by types of carriers 

Although the present Jureau of Locomotive Inspection and the 
Bureau of Safety are supervised by one Commissioner, section 3 of 
the Locomotive Inspection Act specifically provides for the appoint- 
ment of a director of locomotive inspection and two assistants. No 
doubt, this congressional act was not intended to create unnecessary 
expense and duplication of administrative services with respect to the 
enforcement of this particular statute, but currently it does so. We 
propose that the Bureau of Locomotive Inspection be operated as a 
separate bureau until this act can be revised to permit consolidation 
and bring provisions relating to locomotive inspection up to date. 

The advantages of consolidating the technical and administrative 
services dealing with equipment inspection and safety practices for rail 
and highway transportation outweigh the historical reasons for their 
separation 

The proposed Bureau of Safety Inspection would exercise functional 
supervision over all safety Inspectors In the field 
(6) Bureau of Accounts and Statistics 

We propose that this Bureau consolidate the present Bureau of 
Accounts and Cost Finding, the Bureau of Valuation, and the Bureau 
of Transport Economics and Statistics. All three Bureaus are engaged 
in developing methods and systems for measuring economic and finan- 
cial facts based on data vathered from the different ty pes of carriers 
regulated under the Interstate Commerce Act Such economic and 
financial data are used by both the Commission and outside interests. 

The prot ssional talents engaged in these three bureaus are closely 
related. Depreciation rates now established by the Bureau of Ae- 
counts and Cost Finding are based on valuations determined by the 
Bureau of \ aluation Motor Carrier annual reports are processed by 
the Bureau of Accounts and Cost Finding and are then passed on to 
the Bureau of Transport Economics and Statistics for statistical 
tabulation 

Inasmuch as the statistics prepared by the present Bureau of 
Transport Economics and Statistics are based upon the sources and 
methods used for collecting data supers ised by the Bureau of Accounts 
and Cost Finding. these two bureaus should be combined under one 
administrative authority 

As a result of the consolidation of these functions, there ought to 
be a more effective use of professional and technical personnel and of 
mechanical equipment for tabulating statistical and accounting infor 
mation. Such an interchange contributes to the simplification, of 
work processes by stimulating the development of simplified methods 
for accounting. cost finding, valuation, and statistical research 
activities 

It is suggested that the development of instructions with respect to 
uniform accounting manuals take into consideration the accounting 
practices and requirements of other POV rnmental agencies 
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D. FIELD ORGANIZATION 


O fhice of Field Administration 

The function of this administrative office is to coordinate and assist 
the activities of the entire field organization and to provide adequate 
supervision for the field staffs. The importance of the field activities 
is indicated by the fact that there are approximately 540 persons 
employed in field operations out of a total employee roster of nearly 
1.860 persons, with a budgetary appropriation of 35 percent of the 
total approved 1953 budget. 

At present, the administrative bureaus at the Washington level 
having service staffs in several districts and zones throughout the 
country, exercise direct-line as well as functional authority over thei 
respective personnel. This long-distance supervision of the field pet 
sonnel and their activities results in unsatisfactory administrative 
conditions. Field offices in most areas are physically and functionally 
Separate from each other Some employ ees work directly out of the 
respective homes with limited personal contact with their direct 
functional supervisors located in Washington. The lack of personal] 
contact between management in Washington and emplovees in the 
field extends, In some cases, to several months or even 1 or 2 vears 

The proposed field organization provides for supervision of all the 
field personnel by supervisors stationed in the regional offices, rathet 
than the present method of supervising some emplovees from Washing 
ton and others in the field. The administrative authority of this 
office will also extend to such services as office facilities and hous 
ke eping needs of all field offices 

Inasmuch as we propose that the line authority over the field stafi 
be vested in the Office of Field Administration and that the functional 
supervision remain in the functional bureaus, it is important to under 
stand the relationship between these two types of authority. 

All the technical instructions will emanate from the functional 
bureaus and be channeled to the field emplovees through their regional 
manager. Any recommendation by the functional bureaus for shifting 
personnel from one region to another must be cleared through the 
Office of Field Administration. 


) 


?) Six regional offices 

We recommend that all field activities be grouped in six geographical] 
regions, ea h region to be headed by a regional Manager, 

Kach region is to have its own administrative section to care for th 
clerical details of supervising the region and providing office services 
Within these geographic regions the specialized technical staffs will 
be organized according to types of carriers. 

Each region should be staffed with a regional attorney and assis 
tants. The regional attorney, under functional responsibility to the 
Office of Law, would exercise line and functional authority over all 
special investigators and special agents now attached as field staffs 
either to the Bureau of Inquiry or to the Bureau of Motor Carriers 
The regional attorney is to have the responsibility for the conduct 
of relationships with the various courts in each region. 

For purposes of expediting public hearings within each region, 
the present practice at San Francisco and Atlanta of having field 
hearing examiners should be extended. Several regional hearing 
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examiners ought to be appointed for each region. The regional 
hearing examiner would be under the functional supervision of the 
Bureau of Hearings 

The Accounting Examiners and Valuation Engineers in each region 
would receive their functional guidance from the consolidated Bureau 
of Accounts and Statistics 
The rail service agents and the motor carrier field Supervisors and 
district directors and the service agents of the water carriers and 
freight forwarders in each region would receive their funetional 
supervision from the consolidated Bureau of Transport Services 


Washington 


lhe field staffs of locomotive inspectors. rail safety Inspectors and 


1) 


motor carrier safety inspectors and explosive agents in each regior 
would receive their functional supervision and uidance from. the 
Bureau of Safety J 


inspection 


istribution of personnel, after the consolidation and 


changes, is shown in appendix D-3 he figures reflect the number 
of positions and distribution of appropriated bud ret amounts based 
nthe 1953 bud et appropriations 

The proposea regions of thre field orvanization are hown n avp- 
vendix B-2 

RECOMMENDATIONS FOR P1 ED Quvuasi-dupt AUTHORI - 

{ hae! the assignment ven us, Weé confined our tudies to the pel 
formance of the Commission’s administrative work Our reference 

regulatory matters, such as quas judicial, qua legislative, and 
POLle V-Making functions of the Commission, is indirect and only to 


the extent that these other functions affect the administrative work- 
load and the organizational structure of the Commission 

We believe that the administrative work of the Commission has 
been handicapped by the fact that under present procedures thu 
individual Commissioners are forced to « arry a tremendous workload 
We pointed out in the previous section that as supervising Commis- 
sioners they are burdened by many administrative details, and we 
recommended that these details be delegated to a Managing Director 
The Commission’s hesitancy to delegate authority in regulatory mat- 
ters is another cause of the he avy workload carried | Vv ea h individual 
Commiussioner 

The mass of details occasioned by both administrative and quasi 
judicial matters has left little time for the policy-making function; 
hence, the regulatory programs and rules and guides for future conduct 
ore developed more through a& process Ol individual case-by-case 
decisions than through any policy established by the (‘omn isslon 
Policies which would make it unnecessary to consider each case as a 
new problem would substantially reduce the workload of the Commius- 
sloners. 

Effective December 1, 1952, the Commission ordered the delegation 
of part of its regulatory authority to the Fourth Section Board and its 
Suspension Board in the Bureau of Traffic. We recommend that 
other quasi-judicial authorities be delegated to qualified boards of 
three or more staff members with respect to certain applications for 
operating certificates, certain finance and transfer cases, certain rate 
cases, service orders, safety rules, and accounting subjects. Also, 
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quasi judicial authorities may be delegated to such boards in the field, 
two boards for each region, one to initiate special investigations, 
another for the issuance of temporary operating authorities necessary 
because of emergency situations 

All these quasi-judicial boards should function under well-defined 
policies and reservations by the Commission. The Commission, 01 
any of its divisions, should reserve the right to stay any of the orders 
issued by such boards within a limited period of time before such 
orders are publicly released, The exception would be temporary 
operating authorities for less than 30 days. 

The Commission, no doubt, will find it advantageous to continue 
to distribute its work among Divisions of three Commissioners. We 
have indicated only three Divisions on our proposed organization 
chart, however, because this is the maximum number that can be 
formed without some Commissioners serving on more than one 
Division 


t. RECOMMENDATIONS FOR PROPOSED CONSULTATIVE GROUPS 
\. TRANSPORTATION CONSULTANTS 


The delegation of administrative matters to a Managing Director 
and of certain quasi-judicial matters to employee boards should allow 
the Commissioners to spend their time on quasi-judicial cases in 
volving precedents and policy-making functions. 

We believe the policy-making functions of the Commission could 
be further strengthened by the use of transportation consultants 
Past recommendations by many qualified authorities indicate the need 
for stimulation and for research and development of policies with 
respect to coordinating and preserving an adequate national trans- 
portation system. These transportation consultants can be selected 
from a roster of qualified persons to be proposed by the various types 
of carriers regulated under the Interstate Commerce Act. They may 
be either specialists in a particular type of transportation or general 
transportation consultants 

It is expected that the need for these consultants will change from 
time to time, depending upon the problems of the Commission. We 
recommend, therefore, that these consultants be retained on an as 
signment basis (w. a. e.) rather than as civil service employees 

The consultants would have no administrative or quasi-judicial 
functions or duties of any kind and would depend on the Commission’s 
stall for the necessary research, technical and clerical assistance. 

The consultants would not only be available to the Commissioners 
but also to the Managing Director, and recommendations would be 
submitted to the Commission or to the Managing Director, as appro- 
priate, for possible action and implementation. 

These consultative functions are indicated on the proposed organiza- 
tion chart by dash-dot-dash (1. — . —) lines 


B. OPERATIONS STAFF COUNCILS 
The multiple-executive form of management, which has been 


followed by the Interstate Commerce Commission over the years, 
has made the coordination of activities extremely difficult 
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In order to enable the Managing Director to coordinate activities 
effectively, we recommend the formation of an operations staff council 
This group, in regular meetings, would provide a medium for the 
free flow of information and ideas between the Managing Director 
and his key personnel. Among subjects which might be considered 
by this group are: the over-all objectives of the Commission, the 
coordination of activities, the need for new programs, and methods 
for implementing new programs 

The Operations Staff Council would be composed of the Managing 
Director as chairman, the Bureau Directors, the managers of offices, 
the secretary, and the field administration manager. Representa- 
tives from other Government agencies, such as the Civil Service 
Commission, the Bureau of the Budget, and the General Services 
Administration would be called upon for advice on special problems 
net to their respective activities 

Staff services to the Council, for preparing the agenda for meetings 
and for following through under its recommendations, when approved 
by the Managing Director, are to be made available through the 
facilities of the Management Procedures and Controls Section undet 
the Office of Administration 

To assure the most effective field operations, we recommend that 
the manager of field administration formulate a field operations 


council, consisting of himself and six regional managers. ‘This council 
would permit the clarification of the over-all objectives of the field 
operation, the coordination of field activities, consideration of the 


need for new programs and methods for implementing new programs. 
C. TECHNICAL REVIEW COMMITTEES 


The evalu ition of the relative importance of the various activities 
of the Commission requires the ju idgment of more than one man. 
We recommend, therefore, that specialized technical review com- 
mittees be formed to assist the Managing Director in this important 
function. ‘These committees are also needed to evaluate the operations 
of each Bureau, because the value of various operations and of related 
work projects fluctuate and change in relative importance to the 
Commission and to the particular transport industries affected. 

Such committees should be composed of staff members representing 
the Commission’s entire administrative organization, and of accredited 
independent specialists representing the carriers and other interested 
groups in accordance with the specialized objectives of particular 
bureaus. 

These committees should be a constructive means of enlisting the 
full cooperation of industries regulated, because they would give such 
industries a voice in the formulation of technical standards and 
requirements for accounting or statistical methods, for equipment 
inspection, for transport service practices, for safety rules. 

The work now being done by the group that is currently working 
on the revision of the General Rules of Practices is indicative of the 
functions which our proposed technical review committees may be 
expected to perform. 

Under the proposed organizational structure, prov ision is made for ¢ 
technical review committee for each of the spec ialized administrative 
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Bureaus. The recommendations of such review committee are to be 
transmitted by the respective Bureau Director to the Managing 
Director who, with appropriate comments and recommendations, 
will refer them to the Chairman of the Commission for consideration 
by the Commission or by its Legislation and Rules Committee. 


5. Proposep BupGretr ForMULATION 


One of the most important responsibilities of the Managing Director 
would be the supervision of the preparation of the budget to be sub- 
mitted to the Commission for its approval. 

We recommend that the budgetary activity classifications be 
changed to correspond with our proposed organization structure to 
permit effective budgetary evaluation. 

Unless effective evaluation is possible, budget appropriations cannot 
be made realistically or shifted advantageously according to the 
respective workloads of the bureaus or according to the relative im- 
portance or urgency of the problems confronting the various interests 
regulated under the Interstate Commerce Act. 

( ‘urrently, there are these seven basic activities classified as general 
expense accounts under the budget 

Applications, complaints and other proceedings; 
2) Investigation, litigation, legal advice and compliance; 
}) Collection and analysis of accounting and statistical data; 
(4) Supervision of rate publications; 
5) Railroad car service; 
6) Valuation of railroads and pipe lines; 
7) Administration. 
In addition to these seven there are two special account classifications: 
8S) Railroad safety; 
9) Locomotive inspection. 

Budget appropriations do not now match or answer realistically the 
internal, functional needs of the organization. Neither do the budget 
appropriations reflect the external requirements, that is, the budgets 
are not representative of the relative importance of either national or 
particular economic interests. 

The reason for this is that the 9 activities in the present budget 
do not correspond to the 15 separate bureaus and other account 
classifications. 

Appendix B-3 reflects the present classification of accounts and 
shows the complication and weakness arising from the manner in 
which the activities are distributed among the present bureaus. 

For example, amounts for activity (1) are distributed through 
seven separate bureaus. Activity (3) does not reflect the total costs 
of collection and analysis of accounting and statistical data inasmuch 
as all the cost of the present Bureau of Accounts and Cost Finding 
is charged to activity (2) which is the activity for investigation, 
litigation, legal counsel, and compliance. 

Under the proposed organization structure there are eight activ- 
ities.! These are: 

1) General Administration, including Commissioners’ and 
Managing Directors’ Office, Office of Administration, 
and Office of the Secretary. 


13 Field costs are allocated to functional Bureaus 
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2) Office of Law 
}) Bureau of Certificates and Accounts 
(4) Bureau of Traffic. 
5) Bureau of Hearings 
6) Bureau of Transport Services 
7) Bureau of Safety Inspection 
8) Bureau of Accounts and Statistics 

These accounts would be representative of the internal needs of the 
organization and of the Commission’s objectives, and give weight and 
consideration to the economic interests regulated. 

When reference is made to appendix B—4 which reflects the proposed 
classifications of accounts, the simplification which results from ident- 
ifying the activities with the major departments of the organization 1s 
readily apparent. 

For example, we point to the related activities now carried on by the 
Bureau of Accounts and Cost Finding, the Bureau of Valuation, and 
the Bureau of Transport Economics and Statistics, which we propose 
to consolidate under a new Bureau of Accounts and Statistics. By 
correlating these bureaus with the corresponding account classifica- 
tion, we find that all activities for economic measurements (No. 8 in 
appendix B—4) now aggregate nearly 17 percent of the total budgeted 
dollar amount. In relation to the importance of other bureaus or ac- 
tivities or to the relative workloads, the Commission may decide that 
budget appropriations could be shifted advantageously. 

Such analyses, which the proposed budget classifications permit, 
will enable the Commission to concentrate its efforts according to the 
relative importance or urgency of the problems of the various interests 
regulated under the Interstate Commerce Act 








ANALYSIS OF PERSONNEL PROBLEMS 


Two methods were used by us to obtain as complete an analysis as 
possible of the personnel activities and polic ies of the Commission: 
|. Compilation and analysis of statistical data of personnel 
with respect to age, years of service, and civil-service ratings. 
2. Study and summary evaluation of the structure and activi- 
es of the personnel office 
Supplementing these methods, we had conferences with the Civil 
Service Commission on their facilities to help strengthen the Inter- 
state Commerce Commission's personnel program. 


l. STATISTICAL ANALYSIS 


Che statistical analvsis of the 1,859 persons employed as of August 
1952 shows that the high a 
of the Commiussion’s most 

Many of the key emplovees in certain Bureaus are expected Lo 
retire during the next few years. The statistical tabulation, appendix 


C-1, ives a breakdown of the age problem in each of the present 


verage age level of the key ( mplovec sis one 
: 


SE personnel problems 


Bureaus. This age problem of the Commission’s personnel is critical. 
Some Bureaus more than others have a large percentage of key persons 
60 vears and over The percentages of these key employees 60 years 
and over in the various Bureaus, as of August 1952, were: 

Percent 
Of . ur 60. 0 
Burea \ ) S al Co ] 1 10. 5 
Bureau of Administratio 18. 2 
Bureau of Inqu 12.5 
Bureau of Water Carriers and Freight Forwarders 9, 1 
Bureau of Trafl 21.9 
Bures f Va i ) 57. 2 
Burea f Informal Cases 25. 0 
Burea if Locomotive Inspecti« 36. 0 
Bureau of Safet 10. 4 
Bureau of Servic 20. 0 
Bureau of Finance 50. 0 
Bureau of Motor Carriers 14.1] 
Burea f Formal Cases 39. 7 
Bureau of Law ia 2 
Bureau of Transport Economics and Statistics 20. 0 


t 

Some employees of the Commission remain employed until they are 
70 vears of age, the mandatory age for retirement. Many employees 
take advantage of one of the optional forms of retirement, which 
begin with reduced annuities between the ages of 55 to 60 years, with 
30 years’ service; with full annuities at the age of 60, and at the age 
of 62 years, full annuities with 15 years of service. 

The possibility of early retirement for key employees is graphically 
illustrated in appendix C-2, C-3, C—4, and C-5. These graphs indi- 
cate that 65.3 percent of the 1,019 administrative and technical 


30 
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employees having a civil-service rating of GS-7 and above are over 50 
years old and that almost 93.2 percent of the 280 key pe rsons 60 years 
and over in this group have sufficient eligibility to retire at any time 

The average years of service for all age groups is extremely hig h. 
The Commission is confronted with the prospect of large and impor- 
tant personnel loss due to retirement which is beyond its control and 
which is not counterbalanced thro a budgetary action or personnel 
programs. 

This manpower situation is serious and requires early action. 
Tentative dates of retirement need to be established in order to 
provide proper training for employees to replace those retiring and to 
recruit and train the new employees aul. 

Additional facts about ages, years of service, and job classifications 
may be found in the statistical tabulation and graphs in appendix C 


2. PERSONNEL OFFIckE ACTIVITIES 


The Personnel Office is now functioning under cumbersome proce- 
dures. There is divided responsibility and authority for all per- 
sonnel policies between the Chairman of Division I of the Commis- 
sion, the individual Commissioners, and the Personnel Office. Also, 
the Personnel Office currently must obtain prior approval for each 
personnel action almost exactly as it does for every promotion above 
GS-11, which must be approved by Bureau Directors, individual 
Supervising Commissioners, and the Chairman of Division I of the 
Commission. Such repetitious personnel reviews apply to other 
personnel matters 

The Personnel Office is on a staff level where policies should be 
developed, but the Personnel Office does not now adequately formulate 
policies. In order to do this successfully, the Personnel Director 
ought to be given adequate status, and the importance of personnel 
management should receive administrative recognition. Recently, 
the civil service rating of the present Personnel Director was re- 
duced largely because the Personnel Office was considered to bave 
inadequate responsibility and authority. 

Unless the Personnel Office is able to initiate and effectively carry 
out much-needed personnel programs, there is little likelihood that the 
quality of supervision will improve or that the Commission can sue- 
cessfully delegate additional responsibility and authority to its staff 

The cumbersome procedure under which the Personnel Office 
functions does not excuse this prevailing lack of leadership. Either 
the Personnel Office did not realize the import ince Sie the personnel 
programs which it might offer, or else was lacking in personnel tech- 
niques and kn ot dge. 

As of August 1952, the Pe ‘rsonnel | Office had adopted only 4 of the 11 
personnel programs which the Civil Service C mmission states are the 
minimum requirements for governmental agencies 

Our comments and comparisons on the 11 essential pers ynnel pro- 
programs (A to K) outlined by the Civil Service Commission with 
respect to the situation that exists in the Interstate Commerce Com- 
mission’s Personnel Office are as follows: 
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\ POSITION CLASSIFICATION 


At the start of our survey there was no statement by the Per- 
mnel Office outlining Interstate Commerce Commission policies or 
pl ams On position classification Since then, the Personnel Office 
issued a memorandum of the Commission’s p licies » the emplover 
n interviewing the staffs of Bureaus of the Commission, we found 
mar Dureaus were not keeping up-to-date organizational and 
onal charts or manuals, o1 had none at all We also found 
position descriptions that were out of date However, we did learn 
that the position-description unit of the Personnel Office is now making 
real progress in bringing such descriptions up to date. Since this unit 
has been concentrating on rewriting position deseriptions, its staff ha 
not hada normal opportunity to make the necessary period al surveys 
order to discover changes in duties, ete., except by specifie requests 
of emplovees This, of course, is a definite weakness which will exis 
intil position descriptions are brought up to date 
B. RECRUITMENT AND SELECTION 


As of August 1952, there was no organized program covering this 
subject. Recently, the Personnel Office issued a memorandum stating 
the poliev of the Commission In the absence of a program, we found 
inadequacies in developing and maintaining qualification standards for 
entry into positions; in appraising the education, training, and exper! 
ence of candidates for POsitlons; In conduc ting follow-up studies of new 
appointments with supervisors; and in estimating the Commission's 
personnel needs in the immediate and foreseeable future 

We did not encounter any use of aptitude or other testing. We 
seriously considered personnel testing with respect to evaluating the 
ability of the Commission’s present personnel, but our experience 
shows that such tests become questionable when the person being 
tested passes middle age, or when they are applied to professional 
talents. Nevertheless, there are still many opportunities for using 
tests in the Commission. Preliminary tests are given by the Civil 
Service Commission in qualifying applicants for the registers. By 
working with Civil Service, the Interstate Commerce Commission 
could undoubtedly make these initial testing scores more meaningful 
and helpful in their employee program 

The use of testing has become firmly established throughout 
personnel circles in business and has proved invaluable in placing the 
right employee in the right job. To duplicate the test services that 
Civil Service makes available to an agency would be extremely costly. 
Therefore, we suggest that the Interstate Commerce Commission 
thoroughly investigate the facilities offered by Civil Service and use 
some of their latest employee selection techniques. 


( IN-SERVICE PLACEMENT 


There is currently no organized program providing for this essential 
function. This is a particularly serious omission in the Commission's 
personnel management because the function of in-service placement is 
to increase the productivity of emplovees. We especially point out 
the potential that could be achieved in one segment of in-service 
placement, which is providing for frequent analysis of employee's 
interests, skills, aptitudes, and personal qualifications in relation to the 
positions in an agency. In this manner, employees would know that 
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the Commission is interested in them and in their future. Too often 
we observed an attitude among employees that management of the 
Commission was not concerned enough about the employees 


D. PROMOTION 


Early in 1952 the Personnel Office developed a program for promo- 
tions. Since then, several revisions in this program have been made, 
indicating progress. 


KE. EMPLOYEE PERFORMANCE EVALUATION 


Several elements of the performance program, as these are applied, 
are weak. Practically every employee in the Commission in the past 
year has been marked “satisfactory” in performance. The few who 
received “outstanding” ratings were almost unanimously turned down 
by the Awards Committee. Thus, in effect, the performance-rating 
plan has failed to differentiate between the good and the poor em- 
ployee. Most employees with whom we discussed performance ratings 
found it difficult to take this program seriously, because every em- 
ployee uniformly receives a “‘satisfactory”’ rating. 

With such a condition existing, it is not surprising to find other parts 
of this program ineffective. For instance, the performance program 
emphasizes the fact that performance standards pertaining to each 
position should be developed. Under the civil-service law, these 
established performance standards must be made known to all em- 
ployees and officers. Despite the fact that this performance-rating 
program has been in practice about 2 years, there is little evidence of 
established performance standards. True, there are important activ- 
ities in the Commission which do not readily lend themselves to quanti- 
tative measurement standards; but, even in these instances, reasonably 
close estimates of performance standards by qualified experienced 
group leaders could be made. 

With almost blanket “satisfactory” ratings and no performance 
standards, there is little incentive for supervisors to review perform- 
ance of employees and to measure their work periodically. Periodic 
reviews would give the supervisor the best opportunity for advising 
employees on desirable corrective steps to improve performance and 
efficiency and would strengthen the supervisor-employee relationships. 

Improving the performance ratings and performance standards 
should be one of the major tasks of the Personnel Office. 


F. EMPLOYEE DEVELOPMENT 


The absence of an employee developme nt program at the time of 
our survey was a weakness of the Commission’s personnel management. 

Currently, the Personnel Office is making an effort to organize an 
employee development program. A definite orientation program is 
being adopted to correct the present situation where employees have 
inaccurate or incomplete knowledge about various functions of the 
Commission, or about the part their job plays in accomplishing the 
objectives of the Commission. 

During our survey studies, we found evidence of only one formal 
training course being conducted in the Commission. Not only would 
the efficiency of the employees be increased with proper training, but 
the Commission would develop needed flexibility in operations if 
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persons were trained in more than one narrow segment of the Com- 
mission’s operations. For instance, explosives agents in the Bureau 
of Service have been able to expand their usefulness by informally 
training service agents to detect violations of the regulations governing 
explosives. The el plovee-development program pro\ ides for broad- 
ening the experience of administrative employees by arranging for 
reassignments or promotions to other administrative areas. 

lt is generally recognized by authorities familiar with government 
personnel management that the most pressing task confronting agen- 
cies is to develop programs for persons already in executive positions 
but lacking administrative ability. The main reason so many top 
executives in the Government seem to lack administrative ability is 
the fact that over 65 percent of the executives earning over $10,000 
yearly salary are technical or professional persons." 

[t is our experience that technically and professionally trained 
persons placed in administrative positions are not, as a rule, qualified 
or competent administrators or supervisors without additional train- 
ing. This is also one of the most serious problems for the Commission 
in its attempts to increase efficiency. 

Our statistical analyses revealed that, of the 1,019 administrative 
and technical employees with a civil-service sap of GS-7 or above, 
82 percent are te ‘hnical and prof ssional—statisticians, tariff examin- 
ers, locomotive and safety inspectors, lawyers, accountants, engineers, 
etc. Of those key employees with a rating of GS-14 (comparable to 
$10,000), and above, we estimate that more than 90 percent are pri- 
marily technical or profe ssional persons. To provide adequate admin- 
istrative and supervisory training for this great number of persons is 
one of the biggest challenges and necessities for the Personnel Office. 

Under present conditions, many supervisors in the Commission 
are not expected to keep a constant eye on employees to see that they 
keep busy and produce a certain quota. In fact, a supervisor might 
not come into personal contact with an employee for days or even 
weeks at a time. In relation to the field personnel, such lack of per- 
sonal contact extends to months and even years. 

Visiting bureaus and analyzing their operations, we learned that 
one of the main functions of bureau heads and section chiefs is to 
review the technical work of their respective employees. This review- 
ing process overshadows many of the more basic administrative process 
es such as planning of work, scheduling and organizing the work and 
facilities, directing activities, and evaluating accomplishments. Em- 
plovees in a supervisory position should be well instrutted in all phases 
of these administrative processes. 

We also suggest a positive emphasis on leadership in supervision 
\ number of methods widely used in business and industry for develop- 
ing supervisory and executive abilities have been organized by the 
Executive Development Division of the Civil Service Commission. 
The Personnel Office of the Interstate Commerce Commission should 
explore every avenue of possible help in bettering the executive and 
supervisory abilities of their key emplovees, which should include fre- 
juent conferences with the Executive Development Division of the 
Commission. This ought to lead to the formulation of 
practical programs to offset the current lack of supervisory and ad- 
ministrative ability, particularly for the large number of persons 
having mostly technical and professional backgrounds. 


J 
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For long-range employee development, we suggest that management 
of the Commission select certain persons from the ‘‘ junior management 
assistant’ register of Civil Service. Currently, the Interstate Com- 
merce Commission is not taking advantage of this valuable source of 
partially trained future executives 


G. EMPLOYEE RELATIONS AND SERVICES 


The Personnel Office has no definite program for employee relations. 
The function of such a program 1s to make the en plove e realize that 
his work is important to the Commission and that his well-being is a 
matter of concern to management 

An example of the lack of coordination of policy in this area is the 
In-Com-Co, the monthly house organ for the Commission, published 
without any significant cooperation from the Personnel Office. More 
policy material could be injected through this medium, since it 
is the accepted source of news and developments throughout the 
organization. 

H. SPECIAL INCENTIVES 


Laws of Congress pro\y ide for the ceneral standards deseribing out- 
standing and meritorious achievement, impartial committees to evalu- 
ate achievements, and for a scale of award 

Vhe Bureau of the Budget’s report on award programs for the 
fiscal year 1951 stated that the Government-wide average of the 
number of suggestions per 1,000 employees was 48.6. For the Inter- 
state Commerce Commission during the same period, the number of 
employees’ suggestions was only 2.4 per 1,000 emplovees. In effect, 
the Commission has practically no suggestion program. 

Although some employees have been recommended for ‘“outstand- 


i 


ing”’ performance ri atines in the last few vears, In almost every case 
the awards committee refused to approve an “outstanding” perform- 
ance rating. 

With virtually no employees of the Commission receiving ‘“‘out- 


standing”’ pe rform: nce Tating mn the last 2 vears, this reeord reveals 


another weakness in supervision and a failure to stimulate and to 
recognize employees. 


The Commission cannot afford to overlook even the smallest 
opportunity which presents itself to provide added motivation and 
incentive for its employee S Thi needs to be done to partially 
compensate for the limitations under the sal: ry ratings of the Civil 
Service Commission. Key employees holding executive positions in 


the Interstate Commerce Commission many times receive less pay 
than for comparable positions in industry and business. 

Despite the limitations on monetary incentive, we suggest that 
effective, alternative measures are available to stimulate and motivate 
employees. For one, recognition of the employee for a “job well 
done” should be continually improved to increase job satisfaction. 
It is in this area of recognition of employees for a ‘‘job well done” 
that the Commission has failed seriously. 


I. RETRENCHMENT 


The Personnel Office has issued no memorandum outlining a pro- 
gram on retrenchment. The development of such a program is 
necessary. 
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J. DISCIPLINARY ACTION 


The Personnel Office has issued no memorandum covering all 
phases of disciplinary action. There is a laxity in the Commission’s 
organization with respect to notifying supervisors of time off, tardi- 
ness, etc. With proper provisions for disciplinary action for such 
cases, the problems would be lessened. Unless there is a clear, 
written statement of disciplinary policies, with adequate reasons and 
provisions for an emplovee to reply, little progress can be expected in 
this area. 


K. PROCESSING AND MAINTAINING PERSONNEL RECORDS 


Our analysis of the personnel records indicates they are accurate 
and properly maintained. 

To supplement our comments with reference to the analysis of 
personnel problems, we emphasize that new positions with new respon- 
sibilities and authorities will require careful attention to develop the 
appropriate position descriptions from which “GS” ratings can be 
established. 

We followed this procedure in arriving at a GS-18 rating for the 
position of Managing Director. <A similar procedure must be followed 
to arrive at the ratings of other key persons in the Commission. 

Possible civil-service ratings for key positions listed below are sug- 
gestions only, based on current ratings and relative importance of one 
position to the other. There are instances where it would be inadvis- 
able to have equal ratings for all positions at the same level. We refer 
to the Section of Procedures and Controls and to the Section of Person- 
nel in the Office of Administrations where the need for better manage- 
ment techniques within the Commission justifies higher ratings than 
normal for some time to come. Location of positions in different areas 
and differences in the relative volume of work influence possible 
differentials in ratings. 

All the following suggested ratings are subject to the usual proce- 
dures of classification outlined by the Civil Service Commission: 


Suggested 
GS rating, 
Position Status depending 
on position 
description 









Managing Director New position 18 
Manager, Office Administration do 15 
Chief, Section of Procedures and Controls do 15 
Chief, Section of Personnel Upgraded position 15 
General counsel, Office of Law Changed position 17 
Secretary, Office of Secretary Same position 15 
Director, Bureau of Certificates and Finance Changed position 16 
Director, Bureau of Traftic Same position 16 
Director, Bureau of Hearings Changed position 16 
Director, Bureau of Transport Services do 17 
Di:ector, Bureau of Safety Inspection do 16 
Director, Bureau of Accounts and Statistics do 16 
All assistant directors do 14-15 
Manager, Field Administration New position 15 
Manager, Region | do 15 
Manager, Region 2 ; do ss 14 
Manager, Region 3 ‘ do 15 
Manager, Region 4 do 15 
Manager, Region 5 . ...do 14 
Manager, Region 6-- 5a ete 15 








1 Suggested position description for this position in appendix B 

















ANALYSIS OF OPERATIONS} 


An analysis of the operations, procedures, and work flow of the 
Interstate Commerce Commission was made in order to determine 
those areas in which problems exist and to recommend appropriate 
methods for solving these problems wherever possible 

A desk-by-desk analysis of all the procedures of the Commission 
was, of course, not practical within the time allowed; nor was it neces- 
sary for the purposes of this study. Alternative analytical methods, 
therefore, were used by us to evaluate the workload of the Commission 
as closely as possible. These methods included: 

Graphical samples of work processes through the flow chart 
method (appendix D-1); 

Statistical analyses of the progress of cases through the Com- 
mission (appendix D—27); 

Analytical studies of the workload statistics of the various 
bureaus; and 

Personal interviews with employees at various levels within 
the organization. 

Present workload statistics are indicative of the actual workload 
for some of the clerical staff; however, similar statistics are not useful 
in appraising the bulk of the Commission’s work, which is professional 
work involving mental activities. Workload statistics for these pro- 
fessional activities are difficult to apply and cannot readily be related 
to either time or money standards. 

The workload statistics, however, were useful to us in determining 
which of the bureaus had the greatest backlogs, and enabled us to 
concentrate our analyses in critical areas. 

There are four basic causes for the current delays in handling the 
work of the Commission: 

1. There are inefficiencies within the Commission. 

2. There is a lack of continuouz review of the operations of the 
Commission. 

3. There are workload factors beyond the control of the Com- 
mission due to actions by carriers, shippers, practitioners, and 
others. 

4. There is a shortage of personnel for certain important 
activities of the Commission. 


1. INEFFICIENCIES WITHIN THE COMMISSION 


The Flow Chart: Work Process Analysis, appendix D-1, involves 
the processing of section 5, motor carrier finance cases and reveals 
certain inefficiencies in the operations.” Although this flow-chart 
method indicated specific weaknesses, we determined by interviews 
in various Bureaus that similar problems were common throughout 
the Commission. 





15 Sec. § motor carrier finance cases include applications for the consolidation, merger, purchase, lease, or 
acquisition of control of motor carriers where the aggregate number of motor vehicles involved exceeds 20. 
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Th ( flow ce] art how 5 only those proce dure S involved in a ho hearing’ 
finance cas further, we have not carried the flow chart through 
the remaining steps necessary for the issuance of a new certificate on 
the basis of a favorable order 

In spite of the fact that we limited the flow chart to these processes, 
there are 212 steps involved in the process charted. 
Ot these 212 steps, 59 steps, or 2S pe reent ol the steps in the process, 


l 


1 OUPF OPINION, co ild be eli ninated Steps whi h CO ld be ( liminated 
are indicated on the flow chart by a check mark. 

Twenty steps in the process could be eliminated by holding all 
Inatters In connection with a case in the Section of Certificates until 
the co nplete d docket 1s ready to be sent to the Section of ( ‘omplaints. 

Another 17 steps could be eliminated by making the Chaindex 
Unit the master control point, eliminating many of the duplicate 
progress control records 

A furthe SaVIng of 16 steps in the process could be effected by 
rerouting the application and eliminating unnecessary steps 

Six more steps would be eliminated if the motor carrier dockets and 
rail dockets were filed by the same docket section. 

Alt] ouch 28 percent of the steps could be eliminated, we do not 
int nd to imply that 28 percent of either time or cost could be saved: 
nevertheless, the elimination of such clerical details throughout the 
entire Commission would amount to a substantial saving of time and 
effort 

(n analysis of the steps in the process necessary to transport papers 
and documents from office to office re veals that of the 85 transporta- 
tion steps in the process, 33 percent are pe rformed by personnel other 
than messengers. There are 10 steps performed by GS-4 personnel, 


10 steps by GS—5 personnel, and 6 steps bv examiners, who may 
be of grades GS-11 to GS-14. This includes trips by examiners from 
the second floor of the Interstate Commerce Commission Building to 


the Motor Carrier Docket Unit on the seventh floor of the Post Office 
Building, a 10-minute round trip without any allowance for waiting 


time in the Docket Unit 

N l rous other cases CO ld be cited involving the use of highly 
paid rsonnel for messenger service with its obvious waste of man- 
} { 

This problem needs to be solved by developing a well-integrated 
svstem of mail delivery throughout the Commission. Presently, only 


a portion of the offices of the ( ‘ommission recelve recular mal de livery 
and pick-up service by Mails and Files messengers; hence, many 
communications within the Commission are delivered by special 
messenger 

If all deliveries were put on a regular basis, enough of these special 
trips ( ould be eliminated to allow time for handling all transportation 
activities by messengers rather than by higher paid personnel. 

Unnecessary operations and duplication of effort have also arisen 
within the Commission because Section chiefs and unit chiefs have 
only a general knowledge of the work flow; the individuals involved 
in process have very little knowledge of what functions are performed 
by other persons in the process. 
hout a hearing. Approximately 40 percent of 


the motor carrier finance cases are handled in this manner. No-hearing cases are processed in about 3 
months compared with 10 months for hearing cascs 


\llapplications whic ire not protested are handled wit 
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Eliminating unnecessary steps and duplication of effort by flow- 
chart analyses and by other methods should be one of the principal 
functions of the new Management Procedures and Control Section 
recommended under the proposed organizational structure. 

Other examples of inadequate utilization of available manpower 
were encountered. This was particularly true in connection with 
typing operations. The lack of typists compels professional personnel 
throughout the agency to do much of their own typing. 

Another example of similar waste of manpower arises from the lack 
of younger personnel to do legal research which forces higher paid 
personnel to do their own detail work. 

The failure to formulate and enforce uniform work standards 
results in an impairment of efficiency. It was observed, for instance, 
that there was no uniformity in the process of locomotive inspection. 
There was a wide disparity in the points of inspection emphasized and 
in the time consumed, particularly with respect to the inspection of 
Diesel locomotives. 

The work of safety inspection in the Bureau of Safety could also 
be improved by the application of work standards. Safety-inspection 
work leading to legal action requires that two men work together 
checking violations; hence, a certain portion of each man’s time is spent 
working with another inspector. We were unable to find any stand- 
ards governing the amount of time to be spent on such violation work. 
Obviously, greater efficiency coud be achieved if a standard policy 
were formulated, based on the relative importance of the safety- 
violation work and other safety-inspection activities. 

In the process of auditing carriers’ accounts, there is no record kept 
of what items were tested on the previous audit except insofar as this 
may be reflected through exceptions made in a written report. As a 
result, the accountant making the audit in subsequent periods must 
rely on the exceptions or on his memory to determine what itemsshould 
be checked. 

An audit routine form, on which the accountant could check the 
items and the period tested, would enable the accountant to vary his 
approach intelligently and realistically for each period, and, hence, 
avoid duplication of effort. This would also give the supervisor a 
basis for establishing performance standards and for determining 
efficiency ratings of individual accountants 

In other bureaus,-it is more difficult to set standards, either measured 
or estimated, for activities such as report writing, hearings, or research 
stuclies: however, the supervisors who assicn the work can estimate, 
on the basis of their experience, the approximate length of time 
necessary to perform the work. 

A follow-up made on the basis of such estimated work standards 
would be of great help in scheduling and controlling the over-all work 
process of the Commission.” 

The curtailment of travel funds has resulted in a serious waste of 
manpower. In many cases a field employee is forced to concentrate 
his activities in the area immediately surrounding his home station 
because of the lack of travel funds. This results in the wasteful 
inspection and servicing of carriers in one area and practically none in 


1? Work standards estimated by supervisory groups are currently t g developed and used in other 
governmental agencies. 
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other areas. Many field employees are able to spend only 50 percent 
of the optimum travel time outside their home area. 

— present imbalance between the personnel and _ travel funds 
available for such personnel should be resolved e — V ee <lucing or 
seule eating the employees to fit the funds available, or by allowing 
sufficient funds to achieve the maximum efficiency of each employee. 

In a bulletin of January 1950 the Commission directed the atten- 
tion of the Bureau Directors to the problem of lost time due to fail- 
ure to observe the established business hours and to unauthorized 
absences of personnel, We have observed that this problem still 
exists 

We recognize that much of the work of the Commission requires 
independent action, but even among professional employees a certain 
amount of supervision is necessary. A supervisor should know, 
for instance, when an employee is absent or where the employee 
can be located. One reason for laxity in supervision is that the 
emphasis in selecting supervisory personnel has been on technical, 
rather than administrative, ability. 

The physical arrangement of offices within the Commission has 
also tended to minimize supervision. Examiners, for instance, may 
have offices several floors away from their supervisor. The com- 
partment-like structure of the offices, with space units divided by 
solid walls, contributes to the difficulty of supervision. 

Other difficulties arise from the physical arrangement of the 
offices. Much time is lost because related activities are not located 
in adjoining offices. In some cases integration of activities after 
their functional consolidation has been retarded or prevented en- 
tirely because of the lack of adjoining office facilities. 

Even the public rooms of the Commission are located on different 
floors and in different buildings, such as library, Secretary’s public 
rooms, docket reference rooms, and indices; hence, an outsider 
may have to go to sever: al places to find the information he seeks. 

The Commission’s field offices are frequently located in different 
buildings in the same city. This results in confusion to the public, 
lack of integration of activities, and in waste of clerical personnel. 
The Commission has been concerned with this problem for some 
time, but has been handicapped by the failure of the General Serv- 
ices Administration to find adequate office space. Even in those 
cases where the offices have been brought together in adjoining 
office space, however, there has not been an integration of the Com- 
mission’s activities or of its clerical office services. 

The office equipment situation within the Commission is spotty. 
The Bureau of Transport Economics has the latest tabulating equip- 
ment and has had surveys made by several equipment manufacturers 
to increase their efficiency. On the other hand, statistics are still 
being tabulated by hand in the Bureau of Safety. Dictating equip- 
ment has been added in many sections in the last few years, but in 
most cases these facilities are available to only a portion of the staff. 


2. Lack or Continuous REVIEW OF OPERATIONS 
Another cause of the delays and work burdens within the Com- 


mission is the fact that there has not been a systematic and con- 
tinuing review of the Commission’s operations. 


ee 
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All the operations of the Commission should be periodically re- 
examined to determine whether or not these operations are currently 
necessary under the Commission’s regulatory functions, and are 
accomplishing the ( ‘ommission’s objectives. 

The Bureau of Valuation, for example, has been referred to as 
being, at present, one of the less important operations of the Com- 
mission. This work should be thoroughly evaluated to determine 
whether it is a vestige of the original valuation work or is currently 
useful. 

We understand the value of other operations of the Commission, 
such as the waybill statistics, have been challenged from time to time 
by key members of the Commission staff as well as by outsiders. 
It should be reappraised. 

It should be determined whether or not the waybill statistics are 
sufficiently important to the Commission, to other governmental 
agencies, or to industry, to justify the necessary expenditures; and, 
second, if necessary, it should be determined whether or not the 
technic al problems in connection with the study are handled properly, 
such as: “Isa l-percent sample adequate?” “Would it be better to 
make a larger sample every few years?” ‘Are the shipments under 
waybill statistics indicative of regular, normal traffic under current 
economic conditions?” This is the type of problem for the technical 
review committees recommended by us under the proposed organiza- 
tional structure. 

This reexamination of operations should enable the Commission 
to prepare a budget which would reflect the relative importance 
of its over-all activities in the apportionment of the appropriation. 

Each Bureau Director, each Section chief, and each Unit chief, 
assisted by a management procedure specialist, should be constantly 
reexamining the operations under his supervision in order to eliminate 
unnecessary operations. This process of evaluation should extend to 
each individual desk. 

Each employee should reexamine the operations he performs with 
a view to finding shortcuts. Such general awareness for the need of 
efficiency can and should be achieved through a well-planned manage- 
ment improvement program with appropriate awards, as suggested 
by the Bureau of the Budget, but not adequately pursued by the 
management within the Interstate Commerce Commission. 


Factors BEYOND THE CONTROL OF THE COMMISSION 


Not all the delays in processing the work of the Commission may 
be attributed to inefficient methods applied in work processes, for 
much of the delay arises from matters over which the Commission’s 
staff has little control. 

A separate statistical analysis made by us in connection with the 
accompanying flow-chart analysis showed that 85 percent of section 
5 motor carrier applications were deficient in some respect at the time 
the applications were filed with the Commission. The full-time 
services of two persons are required to check these applications and 
notify the applicants of any deficiencies that exist. 

In a no-hearing section 5 finance case these deficiencies result in an 
average delay of 28 days out of an average processing time of 3 months. 
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Our flow-chart analysis also disclosed that additional workloads are 
placed on both the Motor Carrier Tariff Section and on the Insurance 
Section by failure of the applicants to file properly the required tariff 
and imsurance information 

The Commission could help alleviate this situation by preparing 
more effective instructions or manuals for the preparation of section 
5 applications and by including in such manuals the tariff and insurance 
requirements, 

The high percentage of deficiencies could also be r duced by making 
stall assistance available in the fie ld, Dy encouraging the applicants 
and practitioners to enlist the guidance of field staffs of the Com- 
MISsion. 

Assistance through field offices is currently given to section 5 
applicants after all efforts to perfect the application by mail have 
failed Such field services could be expanded Although the as- 
sistance required for the average 30 to 40 applicants who file each 
month should place very little added burden on the field forces, it 
would reduce the delays in processing applications and would elimimate 
the bulk of the work of two persons in Washington. 

Numerous telephone inquiries regarding the progress of a particular 
case are received at many points throughout the Commission from 
carriers, from practitioners, and from the offices of Senators and 
Congressmen. These telephone inquiries not only interrupt the work 
of the individual involved, but lead to the duplication of progress 
records. Each person naturally wishes to be able to answer promptly 
any inquiries received, and, therefore, desires to have immediately 
available a record of the progress of such cases. 

All inquiries should be handled through one central information 
point the proposed Work Schedules and Control Office—rather than 
being referred by the secretary’s office to the individual bureau in- 
volved, as Is now done. 

The extremes to which the workload of the Commission may be 
influenced by outside factors is well illustrated by a case of which we 
learned during a random examination. This case involved the appli- 
cation by a motor carrier for a new certificate to transport bunker-C 
fuel oil. The application, filed in late 1945, was denied 14 months 
later on the grounds that the applicant already had authority to 
transport bunker-C fuel oil under his earlier certificate to transport 
liquid bitumimous products. During this 14-month period, protests 
were filed by rail carriers, a joint board hearing was held, a recom- 
mended report and order was prepared, exceptions and replies were 
filed, and, finally, after extensive reviews, both in the Section of 
Complaints and in the Commissioners’ offices, the application was 
denied 

If this case had stopped here, the time involved would not have 
been much longer than the average application case. At this point, 
however, a competitive motor carrier group filed a petition for recon- 
sideration and further hearings on the ground that for vears the trade 
had considered bunker-C fuel oil a petroleum product rather than a 
liquid bituminous product. Other petitions were received from 
carriers Which had been transporting bituminous materials and now 
had an interest in the case. 

It was another full year of petitions, replies, and postponements 
before a further hearing took place. After the hearings, briefs were 
filed by the various parties and a recommended report and order was 
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served, finding that liquid bituminous products did not include 
bunker-C fuel oil and that a new certificate, therefore, should be 
issued to the applicant. 

This. of course, reversed the position of everyone involved, and, so, 
new exceptions came in from all directions. Eventually, a final report 
was adopted still another year later. Again petitions for reconsidera- 
tion and replies were received, and after these latest petitions had 
been denied twice by both Division 5 and the entire Commission, 
the new certificate was issued to the applicant. ‘The case was finally 
closed 5 years and 3 months after the application was filed.'* 

We cite this one case to show the manner by which applications are 
considered individually with full opportunity for everyone to be heard, 
and how this results in delays and in a building up of workloads. 

Similarly, in the area of railroad rate cases, the Commission has been 
subject to criticism for delays. The progress of recent railroad rate 
cases through the Commission is as follows: 


Filed aaa 1 Time ela 1 
, e rar 5, 194 ) - 
Ex parte 162__... Apr. 15,1946 {7 y°° 33947 pAug. 22,1947 | 1 year, 4 month 
Ex parte 166 July 3, 1947 [2 Ct 6, 1997 Va pr. 13,1948 | 9 months 

{DD 29 M4 
Ex parte 168 Oct 1, 1948 De 290, 1948 Aug 2 1949 10 months 
we " M 2 1 i) 

Ex parte 175__... Jan. 16,1951 ao , Ap 2 1 year, 3 mont! 
1 In most cases the interim reports resulted in rate increases amounting to a portion of the final increases, 


These ex parte cases involve so many diverse groups and interests 
that the number of petitioners becomes extremely large and increases 
the complexity of the cases. Considering the complexity of these 
cases, the elapsed time may not appear excessive; nevertheless, the 
time consumed in deciding railroad rate cases may be excessive in 
the light of the economic needs of the rail industry. There were no 
ex parte cases pending on this subject, however, at the time of our 
survey study. 

4. SHORTAGE OF PERSONNEL 


Regardless of administrative inefficiencies found within the Com- 
mission and the delays that are imposed upon the staff from without, 
the greatest delay in hearing cases is due to the shortage of examiners 
under present operations. 

The backlog of cases at the end of the fiscal year 1952 was as 


follows: 





I sed 
Pe , 
Bureau of Formal Cases 
Investigation and suspension cases 566 416 
Ex parte proceedi wate f forward yurtl and 
see. 5a, applications; and m i 172 430 
Bureau of Motor Carriers, Sect 
Finance applications 229 5 
Other applications 2, 44 2, 707 
Rate proceedings and investigations B85 582 
Finance applications for temporary authority ; 4 115 


18 Docket No. MC-4883 (Sub. No. 6). 
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Our analyses of the workload problem included those cases having 
the largest backlogs, motor carrier applications for operating authority. 
There is approximately a vear’s backlog in this area. 

A statistical analysis made by us of all these cases completed during 
a recent month revealed that the time required between the date 
an application was filed and the date the order was released approving 
the application averaged 10 months 

The statistical average of the time Jag in assigning cases to an 
examiner clue to the shortage of examiners was found to be about 
6's months, or about two-thirds of the total average time required 
for processing a case. 

Appendix D-2 shows the frequency distribution of elapsed time 
between the filing date and the date of assignment to an examiner, 
based on 227 cases released during September 1952. 

The statistical average does not reflect the Commission’s policy of 
holding up cases which may become involved and require examiner’s 
time for extended periods. The easier cases are assigned to examiners 
ahead of the more complicated ones in an effort to reduce the backlog. 
Some carriers have had applications pending without a hearing for as 
long as 2 years. 

Based on the statistical facts, we estimate that the use of 50 addi- 
tional examiners would enable the Commission to clear up most of 
the backlog in 2 years or less. 

If the quasi-judicial boards of employees are established, as recom- 
mended, the examining or reviewing work in the Commissioners’ 
offices should be reduced sufficiently to enable them to release about 
20 examiners. Under such circumstances, only 30 additional examiner 
positions would have to be created instead of 50. A maximum reduc- 
tion of backlog may be achieved by using the new examiners to hear 
the less complicated cases after a brief training period, rather than 
starting them on a complete training program immediately. 

A reassignment of several examiners to each region would also 
contribute to the reduction of the backlog. These examiners could 
handle many of the cases arising in each region with a resulting saving 
in both time and travel expense. There are currently only two such 
examiners in two field offices.’ 

We have determined from our analysis of personnel that many em- 
ployees are approaching retirement age. We anticipate, therefore, 
that as the backlog of the Commission is eliminated, the normal retire- 
ment process would reduce the number of examiners to a regular 
operating level. 


® The map in appendix D ndicates the number of authorized motor carriers in each State and the num- 


ber of motor carrier hearings held in each State during 1951 A tabulation of this information, by proposed 
regior is follows 
Hearings Carriers 

Region I 721 19,615 
Re mn Il 308 1. 875 
Re III 596 4,101 
Region IV 377 3, 943 
Re \ 1, 204 
Re nv 








1 In these statistics all Pennsylvania carriers were included in region I 




































SURVEY OF THE INTERSTATE COMMERCE COMMISSION 5 


In most areas of the Commission’s work, there is an apparent short- 
age of personnel due to reduction in forces during the last few years, 
We found that in some cases, revised methods have enabled fewer per- 
sons to perform the same volume of work as before; in other cases, 
however, operations have had to be discontinued because of the short- 
age of personnel. 

Out check-tests indicate that general personnel increases above the 
1953 budget request are not warranted at this time. Further tests 
and work process studies need to be made to measure all personnel 
needs after our specific recommendations, presented in the section 
entitled “Summary of Comments and Recommendations,”’ have been 
made effective. 
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STATISTICS ON TRANSPORT CARRIERS 











c statistics of all carriers under requlations of Inter- 
slate Commerce Commis ? 
1948 1939 129 2 
indus 
oii ) FOO 9% 84 93. 08 1, 630 
ees 
1, 844. 4 1. &9 1, 303 & 1, 960, 618 
$16, 020, 902, 450 $15, 281 1. 468) $5, 628, 266, 338) $7, 256. 817, 288 
taxes 
$1, 671, 49 34! $1, 393, 376, 38 $498, 957, 883 $452, 759, 746 
e de 
$35, 346, 880, 206'$32. 7 84, 673/$27, 546, 327, 9 79, 589, 488 
n I] 
gS ) 2718 Al gR 272 MOE 8) $4, O65 ) $2, 804, 618, 509 
$3 33 $28 881, 973, 247 $26, 868, 025, 630 $31, 603, 440, 554 
1.0; 
$11, 373, 351 $10, 620, 108 $8, 418, 119 $7, 873, 220 
IOS 
2, le 2, 268 2 2, 028 
n, Bureau of Transport Economics and Statistics 


isca] Office. 


1950 Percent 1948 Percent 1939 Percent) 1929! Percent 
99 599 100.0 | 23. 841 100. ¢ 23, O85 100. ( 1, 63 100.0 
1, OO1 1.4 1, 040 4.4 1, 264 1, 378 84.5 
21, 236 3.9 | 22, 432 94.1 | 21, 654 93. 7 
7 74 3 ( 3 37 2.7 
47 2 t 2 102 211 12.8 
l l l l 
1 2 ) , 
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e I | r 
1950 ‘ 1948 . ) 1929 I 
otal tax acerua 
i Int ‘ 
Comm«e 
Cor sio 
Ca er $1. 671. 491. 234 x . Z4AQR RR $4°2 74 1 
1, 241, O82 V2 ‘ 83,8 { 419 Q 1 2. ¢ 
231, 999, 299} 13.9 84.9 
1 Ss ) S784 ; t 2 { ‘ { SSS ( 1 
\ 6. 878 ( 4 { ) & » ) RRO O74 99 
S “~« 
( { 862. 78 8 8 e ‘ o 
Water carriers 25, 139, 2 ] 16, 914 ia 2 ( 2 150, 22 
Expre companies 4,137 S 17, 858, 12 166, 81 1.4 s 24 8 
Private carlines 2', 11 4 ] 2 { 
Freight forwarders 2 #2 671 2 76 ) = 
Sources: Interstate C erce Cx ! ‘Ty | i Statistics 
Tt ABLE \ Bi Comparat ve anvestment in prope es and lepre ilz0n of carriers 
requlated by Interstate Commerce Commission 
150 I ‘ 1942 _ t 
lotal investments before depreciation, 
all Interstate Commerce Commiss 
carrier s 546. R80. 20¢ $32, 751, 584, 673 100.0 
Depreciation, all I tate Cor r 
( mi n ‘ 8, 779, 218, 511 g. 2 06. 19€ 10% 
67S i S68 ®% GO] 4, 780 RS 
lroad . ) 
Ralrene 4,479 6, 400, 178, 873 {) 
f 5, 334, 519 f 1, 028, 433, 159 1 
Motor earrier ~ 2 33, 1 
- - 424 1 ( $42, 090, 58 { 
> } { l 172. SE { ] RO. 5A 42 ; 
Pipeline companie oy a a : car a 7 
Electrie r Iway } 204, ZU0Y, U5 60. 439. 808 % 
7 jigs , \ ( 104 60) ( 
Pul Co SU, 5 5 204, ( 
( % 298 X 84. 290. 30 1 
f 14 t 146, 142, 538 4 
ter carrier 
Water ier ‘ : ee . 7 se 
. f 66, 590, 89 ( 74° 3] : 
Express companie “ 774, Sit 2 
| ) st 2, 6S : ; (yur 2 { 
Private carlines et ©, SS + 
‘ 442, S82 
Freight forwarder } ‘ 4, 919, 154 
648 148 
1939 Percent 1929 Percent 
Total investments before depreciation, 
ill Interstate Commerce Commissior 
carriers 46, 327, 9 100. 0 $27 1, 589, 488 0.0 
(Depreciation, all Co r( 
Commission carriers 4. 065, 115, 91 Yi 2 804. 618. 509 
Railroads 25 2 ( 25, 2 122. 625 1.4 
3 77.7 2, 206, 109, 792 78.6) 
Motor carriers ! 1.0 
4 
Pipeline companies 0 41, O10, 19% 2.7 
40 64, 12. 10. 7) 
Electric railways 2 1. 132, 889, 698 $1] 
I 7 3. 1) 
Pullman Co . e 
4. ( 4. 2) 
Water carriers 7 7 
“9 2. 5) 
Express companies 2 2 
; 9) 





Private carlines 


Freight forwarders 





1 Class I motor carriers only. 


Sources: Interstate Commerce Commission Bureau of Transport Economics and Statistics 
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APPENDIX B—ORGANIZATION 

S ESTED Posir1ion DeEscrRIPTION FOR MANAGING Drrecror, INTERSTAT! 


COMMERCE COMMI ION 


l NATURI AND PURPO OF WORK 











I} Managing Director is the chief operating official of the Commissio He 
i ers, execute manages, and interprets e administrative policies and 
f il operations of the Cor ission with respect to its Own organization 
and counsels with the Commission with respect to quasi-judicial and quasi- 
( ative policies, decisions, orders, rul and practices as may aff or b 
affected by administrative policic and with its transportation co iltants witl 
res} ) transport-promotional policies and pla i 

\s M i 1) or, he ma ( he activities of the Interstate Cc ( 
C « S101 oO at eve he oO effective and economica opera ns 
policies, purposes 1 objectives of the Com on unde wu 
I I e! ite Co eres \c inel amend el 

\ irman of the Operatio Staff Council, he preside it and conducts its 
met ind approv or rej ny of 1 recommendatio 
B. D ho l re n J 

‘] Managir Director is appointed by the Commission according to the rules 
of Civil Service Commission. He receives his authorities from the Interstate 


Wit] the limitations of the functions and objectives under A, the Managir 


Dire ris author Aue! 0 leles Li to other employee ot the Interstate Commerce 
Com! ion any administrative or managerial responsibilities with commensurate 
authorities without relinquishing his own over-all accountability 


The major duties of the Managing Director, as enumerated, are indicative, but 
not conclusive: 


1) Administer, plan, inspect, control, manage, direct, and coordinate the 
ad istrative activities and functional operations of all Interstate Commerce 
Commission Bureaus, offices and field administration, and foster economy and 
( el in operations thro out the Commission’s organizatior 

2) Formulate, receive, and approve all administrative and operational pro- 
rams under general policies established by the Commission, and recommend to 

Commission, through its Chairman, any major changes in such policies. 


> Supervise and give management guidance to the Directors ot Bureaus, 


managers of offices, and of the field administration: give then assistance and 
ipport when and where necessary; counsel with and encourage all personnel and 
be the source of management leadership for all personnel 
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(4 Formulate, establish, and enforce adequate wor tandards and manage- 
ment controls to apply to all operations of the Interstate Commerce Commission 
organization; establish and approve and inspect work procedures, work scheduling 
and work output measuring systems, including methods for summarizing and 
controlling the work schedules and progress reports within each Bureau and regional 
office; appro. 1 al S svstem stalla Jnis f wnagerial procedures 
standards, and controls t and approve and inspe t fort ition, applica 
tion, and execution of all functional manuals and it ructions with respect to 
procedures, rules, al 1 pra es tor all adn stra e and eratl ul I Ol 
of the organizatior 

5 Make decisions a fecting a personnel wit respect to the xpenditure of 
time and money for handling the Commission’s func ns and a 

6) Conduet public relations activities with other gover ental agencies 
carriers, shippers, or the public except the tvpe of publie information reserved to 
the secretary by law or del ted t im by the ¢ sic 

(7) Formulate, establish, : !recommend plans of orga ition and enforce sucl 
organization plans when approved by the Commissiot 

8) Select, appoint, release or change, with the advice and consent of the 
Interstate Commerce Commission, under the guidance, rules, and procedures of 
the Civil Service Commission, any director of bureaus, managers of offices, or 


managers of field and regional offices 





9) Establish poliev for personal leaves of all directors of bureaus, mans 





of offices and managers of field administration and regiona! offices: help them 





with respect to preparing leave schedules, carrying out rules of deportment, posi- 
tion descriptions of their own and of top-level supervisory personnel 
10) Stimulate participation by all employees in outstanding efficiency and 
management Improvement programs 
1 Approve or reject any addition or decrease of personnel wit 
of the approved budget and personnel program; establish policy and direct a 
personnel program for the Interstate Commerce Commissior 


(12) Submit to the Commission for approval, with his own recommendations, 











al! periodic and special financial budgets for the over-all operations of the Com- 
mission, as compiled and prepared by the Budget and Fiscal Sectior When 
approved by the Commission, present his comments and recommendations wit! 
respect tosuch budgets to the Bureau of t Budget and to Congress 

(13) Approve for payment any expense voucher under budget as delegated 
to him bv the Chairman in accordance with 55 Stat 5:31 U.S.C. 82 

(14) Administer and approve all arrangements w or rou he General 
Services Administration for adequate office space, office equipment and facilities, 
including permanent hearing rooms; direct and approve similar arrangements 
which provide for the physical consolidation of all administrative bureaus and 
field offices, where necessarv, and in the interest of efficient and economical 


operations of the activities of the Interstate Commerce Commissio! 
15) Prepare for the Commission any special studies, formal replies to special 
requests for reports, including the annual report F 





thereof; and perform such other duties and functions as may be assigned to him 
by the Chairman of the Commissior 
For clarity, it is expressly stated that the Managing Director is not empowered 


to make or influence any quesi-judicial or quasi-l lative decisions, or any 
decisions to initiate a criminal investigation or enforcement by court action, 
Such decisions are expressly reserved for the ¢ tself and boards of 
three or more emplovees to which such power hs: te lel ted by tli ( 


mission under seetion 17 (2) of the Interstate Co eres Act However, the 
Managing Director may ake recommendations to the C iSSit onlv with 


respect to such decisions as may affect or be affected by ad strative pe 1es, 
He will reeommend to the Commission emplovees to serve on these boards and 
will supervise the administrative operations of the boards 


ec Scope and effect of Wo 

The Managing Director’s activities are of a verv broad and comprehensive 
scope and effect He speaks and acts for the entire ‘ mission on the admin- 
istrative and operational matters affecting the Interstate Commerce Commission 
internal organization, emploving, as of 1952, not less than 1,850 persons, nearly 
half of whom are of highly skilled and technically trained professions He inter- 
prets the policies of the Commission, formulates programs, and administers 


activities and organization functions which indirectly affect the economic interests 
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f approximately 1,850,000 workers; about 22.600 individual transport-carriers 
I tor, water carriers about $17 billion of annual operating revenues 
early $1.7 billion in annual tax accruals, and affect approximately $35 billion 

roperty investments, based on 1950 statisties 

The Managing Director conducts the activities of t Interstate Commerce 
Ci ission organization within the limitations prescribed by the Commission 
and wit nt! confines of the Interstate Commerce Act, including amendments. 
lle exercise ine authority over all civil-service-rated personnel of the organization. 


2. RELATIONSHIPS OF WORK WITH OTHERS 








1 \ s70n and g lance receive 

Supervision, guidance, and directives received by the Managing Director are 
in form of general objectives and broad policies of the Commission He is 
accountable to the Commission through its Chairman for performance of the 
duties, authorities, and responsibilities assigned to him and for intelligent inter- 
pretati and application of administrative policies and operational programs 
affectil the Organizatior 

The Managing Director calls upon directors of bureaus, managers of offices 
and of the field administration to receive guidance and assistance from them, as 


and when appropriate 


» j } : 
B QGutside personal work contacts 





iaging Director the over-all responsibility for all relationships 
affecting the operating programs of the Interstate Commerce Commission organ- 


ization with other governmental agencies, carriers, shippers, and others. How- 








ir all quasi-judicial and quasi-legislative aspects of these relation- 


ever, he shall cles 
ships with the Chairman of the Commission 

All formal public speeches and addresses by any employee of the Commission, 
shall be reviewed by the Managing Director prior to public delivery or release with 
respect to implications of an administrative or operational character, and shall be 
cleared by him with the Chairman for context relating to policies, objectives, and 
purposes of the Interstate Commerce Commission All speeches and addresses 


by the Commissioners and all legal arguments are excepted. 


QUALIFICATIONS FOR THEI WORK 


The Managing Director must have a broad knowledge of general transportation 
operations, systems, trends, and problems, have and be able to develop knowledge 
of the history, causes, principles, purposes, and court interpretations of the Inter- 
state Commerce Act including amendments: have t years of college education, or 
nt, and practical experience in the application of business administra- 





hods and techniques in comparatively large organizations in terms of 
personnel employed; must have abilitv to administer and direct complex programs 
of a highlv technical nature wit! 
strated ability to make final decisions on important matters and to interpret and 


far-reaching implications; must have demon- 


implement the administrative problems relating thereto; must have ability to 
inspire leadership and esprit de corps; must have ability to coordinate technical 
activities; must have the ability to create and maintain a sound and broad per- 
spective with respect to all administrative matters and the latter’s relations to 


quasi-judicial and quasi-legislative decisions, acts, and functions; and should be in 





good health as determined by a medical examination. 
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4, RECOMMENDATIONS 


Our recommendation for the position of Managir Director is contingent upor 
other recommendations with respect to changes O1 tional structure and 
operational procedures as contained in other parts of the final survey-study report 

Our recommendations as to compe tion for the position of Managing Director, 
as described, under current civil-service ranking is GS—18 
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ANALYSIS OF PERSONNEL=- AUGUST 1952 
Fic ANALYSIS OF PERSONNEL BY JOB CLASSIFICATION 
NUMBER 
oF 
PERSONS 
g00 7900 
| 
45.3% = 
643 
PERSONS 
7S0} 4750 


775 
PERSONS 


450;- 1450 





300 


95% 





176 
PERSONS 





35% « 
65 
PERSONS 


ADMINISTRATIVE TECHNICAL CLERICAL GENERAL 


L 


NOTE: TOTAL NUMBER OF PERSONS: 18S9 = 100°%% 


WOLF MANAGEMENT ENGINEERING COMPANY 
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INTERSTATE COMMERCE COMMISSION 
ANALYSIS OF PERSONNEL- AUGUST 1952 


(GS-7 AND ABOVE ) BY AGE GROUPS 


NUMBER 
OF 
PERSONS 
500 500 
400 400 


27.5%ee 


280 
PERSONS 





60 YEARS AND OVER 


NOTE: TOTAL ADMINISTRATIVE AND TECHN AL 
PERSONNEL 1019 = 100 % 


WOLF MANAGEMENT ENGINEERING COMPANY 
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INTERSTATE COMMERCE COMMISSION 
ANALYSIS OF PERSONNEL- AUGUST 1952 


INISTRATIVE AND _ 





F1G.3. AVERAGE YEARS OF SERVICE OF ADM 
YEARS TECHNICAL PERSONNEL (GS -7 AND ABOVE ) BY AGE GROUPS: 
oF Eeenenameate a 
SERVICE 
30 
25 25.66 YEARS 
20}- 
17.68 YEARS 
‘5 


10.55 YEARS 


BELOW 50 YEARS 





50 TO 59 YEARS 
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WA ID\ 
pe MOTOR CARRIERS tie) 
DISTRIBUTION OF HEARINGS | 
AND AUTHORIZED CARRIERS eh 
WEARINGS-195) 
<7 WOLF MANAGEMENT ENGINEERING COMPANY sais 
wre is 
MOTOR CARRIERS AUTHORIZED TO OPERATE FOR 
COMPENSATION IN INTERSTATE COMMERCE 


Intrer:M Procress Rerort, Ocrosper 20, 1952 


Wor MANAGEMENT ENGINEERING 
Chicago, October 
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niled Slates Sen 
an Oh iD. ¢ 
JeLSMA: In accordance with the 


te on ttee on Interstate and 


assignment which vour committee 
espect to asurvev-studvy of t 


organization and operatlors 
‘ommerce Comn 


ission, we are submitting this interim progress 


ith vou, we committee I! for! ed of 
Nes at 1 bureau leve lI ashington. Follow 
of the field offices of the Int 


the country, our re pres 


our 

rstate Commerce Commission 

ntatives submitted a verbal r 
progress report, quint! plicat 

s and is preliminary to our fit 


port t 
Is suppl mentary to Our 
al report. 

ments made between you and the Commissioners at a con- 
952. we inaugurated our assignment that 
| { wed diverse titerature and the available 
objectives and functions of the organization Wi 

and budget figure 


checked the 
and collected information on methods and pr 
g some detail charts of the various bureaus 

dd by vou, we conferred with the Budget Bureau at the executive’ 
nection with workload measurements and learned of that Bu 
present methods and possible suggesti 

ssional services 


reau’s 
ns for better work measure- 


‘jal requested was made readily to us through interviews 
tary of the Commission, the 15 Interstate Commerce Commission 
tors and their principal assistants. The 


available 


information gathered was 
in making a graphic chart which gave us an over-all picture of the 
ture of organization of the Interstate Commerce Commission. 
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au i324 PO Ru 7334) 7013 PO Ru 7016 Ru iat r Ru 2iae Rw 234? 
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Ru 2350 @3 DAYS 
9 
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. P EIVED FROM POS 
2 F MOTOR CARRIER, AND MA 


NSPECTION 
SORT, ASSEMBLE COLLATE 


HINE PROCESS 
SECRETARY MAKE 


WRITTEN PR 5 ‘ SCRETARY DE ue 


THER PROCESSES 


FINANCE CLERK PREPARES 
TRANSPO TaATIO 

aves = FINANCE ERK PREPARES & 
TEMPORARY FILE FINANCE CLERK DELIVERS 


HAINDEX VERFIE 
PERMANENT FILE WE PANC IES 





STEPS TO BE ELimMINATED HAINDEX PREPARES RE 
| NOTE FINANCE CLERK PICKS 
SEQUENCE OF SECTIONS AND FINANCE EXAMINER INGE 
NITS IN HEADING 1S TO FACILITATE 
LEGIBILITY OF CHART 





FINACE CLERK PREPS 


FINANCE CLERK 


= . 7 


N 


NOTICES ARE DELIVERED TX 
FINANCE CLERK DELIVERS ALi 
DOC KE ERK INSERTS ORIGINA 
}OCKET MESSENGER DELIVERS TW 
ECTION OF COMPLAINTS. ONE 
AND ONE COPY TO MOTOR CARRIE 
ECTION OF DOCKETS - RELEASE 
SECTION OF DOCKETS - MESSENGE 


RETARY S OF FICE DELIVE 
RE FERENCE ROOM 


ECRETARY $ MESSENGER TAKE 
F EACH DAY 


ECRETARY S OF FICE FILES F 


SECRETARY § MESSENGER DELIVEF 
END OF WEEK 


SECTION OF DOCKETS SORTS APP 
APPLICATIONS PICKED UP Fre 
MAIL & SORTED BY MA 

MAILS AND FILES ME 

INCOMING MAIL Sc 

EXTRA COPIES OF APP 
DOCKET 5 PLACED IN F 
INCOMING MAIL IS SORTE 
APPLICATION SS DELIVERE 


FINANCE UNIT CLERK PREPARES 4). PRABETICA 


FINANCE CLERK HK 


BUREAU OF A 
NG MATERIA 


APPLICATION IS RE 


FINANCE EXAMINER © 





UTGOING MAIL PICKED UP 5 ECRETARY AND 
SECRETARY INSPECTS LETT TYPOGRAPHICAL ERRORS 
SECTION OF CERTIFICATES MESSENGER DELIVERS OUTGOING MA 
MAILS AND FILES SORT AG OUTGOING MA 


FINANCE CLERK DELIVERS TH oF APPLICATION WHICH WAS RETURNED & TOR CARRIER 
FINANCE UNTT TO M KE IT 


MLC. DOCKET UNIT TAKES APPLICATION TO SECTION OF COMPLAINTS. 
SECTION OF COMPLAINTS MA DELIVERS APPLICATION TO FINANCE 
FINANCE CLERK ASSEMBLES THREE COPIES OF APPLICATION 

FINANCE CLERK DELIVERS THREE COPIES OF APPLICATION TO FILE 


OPIES OF APPLICATION ARE FILED UNTIL NEEDED FOR CIRCULATION 


FIELD REPORT RECEIVED FROM POST OF FICE . SORTED TO BUREAU OF MOTOR CARRIERS. 
BUREAU OF MOTOR CARRIER MAIL SORTED TO SECTIONS 

FIELD REPORT DELIVERED TO SEC TION OF CERTIFICATES BY MAILS AND F 

SECTION OF CERTIFICATES MA ORTEO BY UNITS 

FIELD REPORT RECORDED AND ASSIGNED CORRESPONDENCE NUMBER 


FIELD REPORT DELIVERED Tx WE FS OFFICE BY SECTION MESSENGER 





UNIT CHIEF GLANCES OVER INCOMING MAIL 
UNIT SECRETARY PICKS UP MALL © UNTT CHIEF'S OFFICE AND DELIVERS TO FINANCE EXAMINER 
FIELD REPORT HELD © AWAITING PLY FROM APPLICANT 


PROTESTS AND LETTERS FROM INTERESTED PARTIES RECEIVED FROM POST OF FICE SORTED TO Bt 
AU OF MOTOR CARRIERS 


BUREAU OF MOTOR CARRIER MAIL SORTED TO SECTIONS. 


PROTESTS AND LETTERS FROM INTERESTED PARTIES ARF DATE STAMPED ASSIGNED NUMBER. ANT 
INDEX SLIPS PREPARED 


PROTESTS AND LETTERS DELIVERED TO SECTION OF CERTIFICATES BY MA 





SECTION OF CERTIFICATES MA SORTED BY UNITS. | 
PROTESTS AND LETTERS DELIVERED TO UNIT CHIEF'S OFFICE B APP RO KI MATELY 
23 

OaYS 


UNTT CHIEF GLANCES OVER INCOMING MAIL 





UNIT SECRETARY PICKS UP MAIL FROM UNIT CHIEF'S OF FICE 

UNTT SECRETARY RECORDS PROTESTS ON CONTROL CARD 

UNIT SECRETARY PREPARES REARING LIST STICKER FOR ALI. PROTESTANTS AND INTERE 
STICKER S DELIVERED TO MC. DOCKET UNIT BY SECTION MESSENGER 

DOCKET CLERK AFFIXES STICKER TO BACK COVER OF DOCKET 

UNIT SECRETARY DELIVERS PROTESTS AND LETTERS TO FINANCE CLERK 

FINANCE CLERK PREPARES MEMO OF PARTIES TO BE INCLUDED IN HEARING LIST 

UNIT SECRETARY DELIVERS PROTESTS AND LETTERS TO MAIL DESK 

SECTION MESSENGER DELIVERS PROTESTS AND LETTERS TO SECTION OF COMPLAINTS 


SECTION OF COMPLAINTS . MAIL BOY - DELIVERS PROTESTS AND LETTERS TO FINANCE CLE RE 





FINANCE CLERK ISPECTS PROTESTS FOR COMPLETENESS, DETERMINES IF ANSWER 1S NEC FSSARY 





PROTESTS AND LETTERS ARE HELD BY FINANCE CLERK UNTIL DOCKET B RECEIVEL 


SUPPLEMENTAL INFORMATION FROM APPLICANT RECEIVED FROM POST OFFICE SORTED TO BUREAL 
OF MOTOR CARRIE RS. 


BUREAU OF MOTOR CARRIER MAIL SORTED TO SECTIONS. 


SUPPLEMENTAL INFORMATION BS DATE STAMPED. ASSIGNED NUMBER. AND AN INDEX SLIP PRE PARED. 


SUPPLEMENTAL INFORMA TION DELIVERED TO SECTION OF CERTIFICATES BY MAILS AND FAS 
MESSENGER 





SECTION OF CERTIFICATES MAIL . SORTED BY UNrTS. 








SUPPLEMENTAL INFORMATION DELIVERED TO UNIT CHIEF'S OFFICE BY SECTION MESSENOER 
UNIT CHIEF GLANCES OVER (COMING MAN 

UNIT SECRETARY DELIVERS SUPPLEMENTAL INFORMATION TO FINANCE CLERK 

FINANCE CLERK PICKS UP DOCKET FROM MC. DOCKET UNrr 


FINANCE CLERK ASSEMBLES DOCKET FIELD REPORT. AND SUPPLEMEMTAL INFORMATION 


FINANCE CLERK DELIVERS COPIES OF SUPPLEMENTAL INFORMATION TO DOCKET UNTT 





DOCKET CLERK SORTS SUPPLEMENTAL INFORMATION BY DESTINATION 


A.C. DOCKET MESSENGER DELIVERS COPIES OF SUPPLEMENTAL INFORMATION TO SEC TION OF 
PLAINTS AND MOTOR CARRIER FRANCE UNIT 


SUPPLEMENTAL INFORMATION S FILED IN EXTRA COPY FILE 
MAIL & SORTED BY SECTION OF COMPLAINTS - MAIL BOY 


SUPPLE MENTAL INPORMATION DELIVERED TO FIRANCE CLERK BY MAIL BOY 





FINANCE CLERK DELIVERS SUPPLEMENTAL INFORMATION TO FILA CLERK | 


| 


SUPPLEMENTAL INFORMATION IS FILED WITH ORIGINAL APPLIC A TIONS. | 


APPROXIMATELY | 
2 
DAYS 


Beesess 





SUPPLEMENTAL ACCOUNTING INFORMATION B D@PECTED AND APPROVED 
SUPPLEMENTAL INFORMATION DELIVERED TO SECTION OF CERTIFICATES 
FINANCE EXAMINER INSPECTS SUPPLEMENTAL INFORMATION FOR COMPLETENESS 
SUPPLEMENTAL INFORMA TION DELIVERED TO MLC. DOCKET UNIT 

SUPPLE MENTAL INPORMATION IS FILED IN EXTRA COPY FILE 








FINANCE CLERK PREPARES HEARING UST AND ENVELOPES 
FINANCE CLERK PREPARES CAPTION 
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BUREAU OF mOTOR Cal Rm MAIL 5 D 
SUPPLEMENTAL INFORMATION BS DATE STAMPED ASSIGNED 





JMBER. AND AN INDEX SLIP PRE PARED. 


SUPPLEMENTAL OOF ORMA TION DELIVERED TO SECTION OF CERTIFICATES BY MAILS AND FULAS 
MF SENGCER 


SECTION OF CERTIFICATES MAIL . SORTED BY UNrTS. 

SUPPLEMENTAL INFORMATION DELIVERED TO UMIT CRIEF'S OF FICE BY SECTION MESSE NOER 
UNIT CHIEF GLANCES OVER (HCOMING MAIL 

WHT SECRETARY DELIVERS SUPPLEMENTAL INFORMATION TO FINANCE CLERK 

FINANCE CLERK PICKS UP DOCKET FROM MC DOCKET UNTT 


FINANCE CLERK ASSEMBLES DOCKET FIELD REPORT. AND 





UPPLEMENTAL INFORMATION 
POIMANCE CLERK DELIVERS COPIES OF SUPPLEMENTAL INFORMA TION TO DOCKET UNIT 


DOCKET CLERK SORTS SUPPLEMENTAL INFORMATION SY DESTINATION 


MC. DOCKET MESSENGER DELIVERS COPIES OF SUPPLEMENTAL INFORMATION TO SEC TION OF 
PLAINTS AND MOTOR CARRIER FIANCE UNIT 


SUPPLEMENTAL INFORMATION © M1 LED IW EXTRA COPY FILE 





L. B SORTED BY SECTION OF COMPLAINTS - MAIL BOY 
SUPPLE MENTAL INFORMATION & DELIVERED TO FINANCE CLERK BY MAIL BOY 
FINANCE ¢ 





RK DELIVERS SUPPLEMENTAL INFORMATION TO FILE CLERK 
SUPPLEMENTAL INPORMATION IS FILED WITS ORIGINAL APPLIC A TIONS 


SUPPLEMENTAL ACCOUNTING INFORMATION B INSPECTED AND APPROVED 
SUPPLEMENTAL INFORMATION DELIVERED TO SECTION OF CERTIFICATES 
FINANCE EXAMINER INSPEC TS SUPPLEMENTAL INFORMATION FOR COMPLETENESS 
SUPPLEMENTAL INFORMA TION DELIVERED TO MC. DOCKET UNIT 

SUPPLE MENTAL INFORMATION IS FILED IX EXTRA COPY FILE 

FINANCE CLERK PREPARES HEARING LIST AND ENVELOPES 

FINANCE CLERK PREPARES CAPTION 

FINANCE CLERK DELIVERS DOCKET TO SECTION OF COMPLAINTS 

DOCKET, PROTESTS, AND LETTERS ARE ASSEMBLED BY FINANCE CLERK 


FINANCE CLERK ENTERS DATE CAPTION RECEIVED ON HER CONTROL CARD. ADMINESTRATIVE UNIT 
CONTROL CARD. AND PREPARES 3X3 STATUS CARD FOR ADMINBTRATIVE UNIT 





STATUS CARD B FUAD UNDER “FILED DURING PEXIOD 


FINANCE CLERK PREPARES BRIEF OF APPLICATION. 


STATUS CARD B MOVED TO DESIGNATED DURING PERIOD’ AT THE END OF EACH SEMI. MONTH 
PERIOD. 

FINANCE CLERK MARKS CONTROL CARD WEARING OR "WO HEARING 

FINANCE CLERK PREPARES CONTROL CARD FOR CHIEF FINANCE EXAMINER 


DOCKET UNIT MESSENGER PICKS 





DOCKET ON RE ARLY SCHEDULED ROUND 


DOCKET & RETURNED TO FILE 


CHIEF FINANCE EXAMINER ASSIGNS CASE TO EXAMINER 

CHIEF FINANCE EXAMINER RECORDS ASSIGNMENT ON CONTROL CARD 

CHIEF FINANCE EXAMINER PREPARES MEMO OF ASSIGNMENT 

MEMO PICKED UP BY SECTION MESSENGER 

ADMINISTRATIVE UNIT RECORDS ASSIGNMENT ON CONTROL CARE 

EXAMINER PICKS UP DOCKET FROM DOCKET UNIT 

EXAMINER WRITES FINAL REPORT AND TRANSMITTAL LETTER 

EXAMINER DELIVERS DRAFT OF FINAL REPORT TO STENOGRAPHIC SECTION 

SECTION CHIEF INGPECTS DRAFT TO SEE THAT IT B PROPERLY SET-UP AND ASSIGNS TO TYPET 
FINAL REPORT 5 TYPED. 

FOIRAL REPORT IS IMSPECTED BY SECTION CHIEF FOR ERRORS AND ADDRESSED BY EXAMINER 
FOAL REPORT S PICKED UP BY MAILS AND FILES MESSENGER OW SCHEDULED ROUND. 

MAIL B SORTED BY ROOM NUMBERS 


FINAL REPORT & DELIVERED TX 





XAMINER BY MAILS AMD FILES MESSENGER 
FINAL REPORT & DOPECTED BY EXAMINER 


EXAMINER DELIVERS FINAL REPORT AND DOCKET TO CRIEF FINANCE EXAMINE 





CHIEF FINANCE EXAMINER ASSIGNS REPORT TO REVIEW EXAMINER 

CHIEF FINANCE EXAMINER RECORDS ASSIGNMENT TO REVIEW EXAMINER ON CONTROL CARD. 
CHIEF FINANCE EXAMINER PREPARES MEMO OF ASSIGNMENT TO REVIEWER 

MEMO PICKED UP BY SECTION MESSENGER 

ADMINESTRATIVE UNIT RECORDS REVIEW ASSIGNMENT ON CONTROL CARD. 

REVIEW EXAMINER PICKS UP REPORT AND DOCKET FROM CHIEF FINANCE EXAMINER 
REVIEW EXA 





NER CHECKS FINAL REPORT AND MAKES ANY NECESSARY CHANGES 


DOCKET UNIT MESSENGER PICKS UP DOCKET ON REGULARLY SCHEDULED ROUND. 
DOCKET & RETURNED TO FILE 
REVIEW EXAMINER PREPARES MEMO STATING THAT REVIEW BS COMPLETED. 


REVIEW EXAMINER DELIVERS MEMO TO CHIEF FIXANC 





EXAMINE R. 

CHIEF FINANCE EXAMINEX RECORDS STATUS ON CONTROL CARD. 

REVIEW EXAMINER DELIVERS CORRECTED FINAL REPORT TO REPORT CLERK 
REPORT CLERK MARKS ML 





BER OF COPUES DESIRED OW REPORT 
REPORT CLERK POSTS STATUS OW CONTROL CARD. 
REPORT DELIVERED TO STEMOGRAPHRC SECTION BY SECTION MESSENGER 


REVEED FINAL REPORT B OSPECTED BY SECTION CHIEF AND ASSIGNED TO TYPET 


STENCILS ARE CUT BY TYPET 

STENCIL B DUPECTED BY SECTION CHEF 

TYP!ET OS LIVERS STENCH. TO MIMEOORA PH UNET. 

308 B ASSIGNED TO MIMEOGRA PE OPERATOR 

FINAL REPORT BS MIMEOGRA PEED. 

MIMBOGRAPHED COPIES ARE GATHERED AND STAPLED. 

STENCIL BS FILED BY DOCKET WUMEER. 

MIMEOGRAPEED COPIES OF FINAL REPORT PICKED UP BY SECTION OF COMPLAINTS §=MESEENO ER 
FOMAL REPORT AND COPIES OF APPLICATION ARE ASSEMBLED POR CIRCULATION TO DIVISION 


CONTROL CARD POSTED TO INDICATE CIRCULATION TO DIVINIDN. 


FIMAL REPORT AMD APPLICA TION DELIVERED TO COMM ESIONERS OFFICE BY SECTION OF 
COMPLAINTS ME SSE NO ER. 


FINAL REPORT REVIEWED BY EXAMDME RS OF COMMEBIOMERS OFFICES. 
FINAL REPORT REVIEWED BY COMMERNEOWERS 
OMMIRMONERS SECRETARIES TYPE MEMOS OF VOTE 
VOTE MEMOS DELIVERED TO OTHER COMMISSIONERS AND SECTION OF COMPLAINTS. 
VOTE MEMO FILED  CONFIDEW TAL FTLA 
CLEARANCE SLIP PREPARED BY SECRETARY OF CHAIRMAN OF DIVERSION. 
COMMEEIOME RS COPIES OF REPORT AND APPLICATION FILED IX THER OFFICES 
COMMEBIOME RS MESHENGER DELIVERS CLEARANCE SLIP TO SECTION OF COMPLAINTS. 
EFFECTIVE DATE AND ORDER DATE GEERTED I! REPORT AND ANY OTEER MINOR CORRECTION. 


SECTION CHEF DSPECT\ AND APPROI ES REPORT AND ORDER 
REPORT CLE RE POSTS STATUS OF CONTROL CARD. 


COMPLASNTS . MESSENGAR PICKS UP FINAL REPORT STEMC]L FROM MIMEOGRAPS UNIT AMD DELIVERS 
STENCIL AMD REPORT TO STEMOCRAPEHE: SECTION. 


SECTION CHIEF OSPECTS TO DE TEFAEME WHAT CHANGES ARE MECESSARY AND ASSIGNS TO TYPET 
TYPST CORRECTS OLD STENCILS OR TYPES MEW STERCILS. 

SECTION CHIE? DOGPECTS FIGEHED STENCILS 

TYP! DELIVERS STENCILS TO MIMEOGRA PS UMET 

708 B ASSERTED TO MEREEOOR PE OPERATOR 

REPORT AMD ORDER ASK MIMEOGR, PHED 

MRE OGRAPEED COPHS ARE GATWERED AMD STAPLED 


SECTION OF COMPLADTTS MESENGER PICES UP “OMIT COPY AMD SUPPLY OF REGULAR COPIES 
ALL OTHER COPEES EELD BY MEMECGRAPS UNIT. 

REPORT CLE RE POSTS STATUS OF CONTRDL CARD. 

COPHS OF REPORT AMD ORDER DEST RIBUTED TO Al. EXAMINERS. 

REPORT AMD ORDER REVIEWED BY CXAMDERS 

SRCTION OF COMPLAINTS . MESEENOER DELIVERS “BOPEY COPY TO SECRE TARTS OF FICE 
CLERE PREPARES INDEX CARD FOR REPORT AND ORDER. 


SECRETARY SKS ORDER AMD AFYIEES SEAL 


SECRETARY S MESSENGER PICKS UP COPUES OF REPORT AND ORDER FROM MIME OORAPE UNTT AND 
DELIVERS THEM TO SECTION OF DOCKETS 


ENVELOPES PREPARED FOR SERVICE LIST . COPIES ARRANGED FOR DISTHBUTION. 


SECTION OF DOCKETS MESEENOER DELIVERS GUTOCENG MAIL TO MAILS AND FILES 
ENVELOPES SEALED AMD PREPARED FOR PICKUP BY POST OFFICE. 

ME PORT AND ORDER DELIVERED TO COMM EIDE RS OFFICES 

REPORT AMD ORDER NOTED BY COMM EBIOWER AND/OR BES EXAM IGERS 
REPORT AMD ORDER FILED D¥ COMMEMEONE RS OFFICE 

‘SOMA TURE” COPY OF BE PORT AMD ORDER DELIVERED TO MC. DOCKET UMT 
“OMA TURE” COPT OF RE PORT AND ORDER FEED & DOCKET. 

SE PORT AND ORDER 8 INCLUDED © RELEASE LET. 

RE LAASE LET OS LIVE MED TO SECRETARY'S OFFICE 
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196. REPORT AND ORDER © INCLUDED D RELEZASE LET. 
198. RELZASE LT OS LIVE RED TO SECRETARY'S OFFICE 





| 112. FRANCE CLERK PREPARES BRIEF OF APPLICATION 


| J 113. STATUS CARD B MOVED TO DESIGNATED DURING PERIOD AT THE ENT f FACE SEM) MONTHLY 
j | | PERIOD. 
j 
1] J) 0 FOMANCE CLERK MARKS CONTROL CARD “WEARING OR "WO HEARING 
11S FINANCE Rk PREPARES CONTRO ARD FOR CHIEF FINANCE EXAMINER 





i} 1%. DOCKET UNIT MESSENGER PICKS UP DOCKET ON AE ARLY SCHEDULED ROUND 


i ’ DOCKET B FETURNED TO Fue 
. ; 
APPROK MATELY 
] 20 DAYS 


| — 4 


| 1 CHE 





FINANCE EXAMINER ASSIGNS CASE TO EXAMINER 


| 118. CHIEF FINANCE EXAMINER RECORDS ASSIGNMENT ON CONTROL CARD. 
12, CHIE 





| FINANCE EXAMINER PREPARES MEMO OF ASSIGNMENT 
| 121. MEMO PICKED UP BY SECTION MESSENGER 
122. ADMDES 


aN 





RATIVE UNIT RECORDS ASSIGNMENT OF CONTROL CARE } 
123. EXAMINER PICKS UP DOCKET FROM DOCKET UNTT 

124. EXAMINER WRITES FINAL REPORT AND TRANSMITTAL LETTER 

128. EXAMINER DELIVERS DRAFT OF FINAL REPORT TO STENOGRAPHK SECTION 

126. SECTION CHIEF INGPECTS DRAFT TO SEE THAT IT & PROPERLY SET. UP AND ASSIGNS TO TYPEET 

127. FINAL REPORT D TYPED. 


128 FINAL REPORT & PICKED UP BY MAILS AND FILES MESSENGER OW SCHEDULED ROUND 


| 
| | 128 FINAL REPORT  OGPECTED BY SECTION CHIEF FOR ERRORS AND ADDRESSED SY EXAMINER 
| 130 MAIL @ SORTED SY ROOM NUMBERS 








| 131. FINAL REPORT © DELIVERED TO EXAMINER SY MAILS AMD FILES MEE 
133. FINAL REPORT S DOPECTED SY EXAMOER 
1} | 133. EXAMINER DELIVERS FINAL REPORT AND DOCKET TO CHIEF FINANCE EXAMINER, 
| 194. CHIEF FINANCE EXAMINER ASSIONS REPORT TO REVIEW EXAMINER 
| 198. CHIEF FINANCE EXAMINER RECORDS ASSIGNMENT TO REVIEW EXAMINER ON CONTROL CARD 


| 136. CHIEF FINANCE EXAMINER PREPARES MEMO OF ASSIGNMENT TO REVIEWER 





137. MEM 





KED UP BY SECTION MESSENGER 





as 


138 ADMINISTRATIVE UNIT RECORDS REVIEW ASSIGNMENT ON CONTROL CARD. 
198. REVIEW EXAMINER PICKS UP REPORT AND DOCKET FROM CHIEF FINANCE EXAMINER 


| 140 REVIEW EXAMINER CHECKS FINAL REPORT AMD MAKES ANY NECESSARY CRANOES 


APPROXIMATELY 
26 

DAYS 

M41. DOCKET UNIT MESSENGER PICKS UP DOCKET ON REGULARLY SCHEDULED ROUND. 

143. DOCKET & RETURNED TO FILE 

143. REVIEW EXAMINER PREPARES MEMO STATING THAT REVIEW B COMPLETED 

144 REVIEW EXAMINER DELIVERS MEMO TO CHIEF FINANCE EXAMINER 

145. CHIEF FINANCE EXAMIMNE® RECORDS STATUS ON CONTROL CARD. 

146. REVIEW EXAMINER DELIVERS CORRECTED FINAL REPORT TO REPORT CLERK 

147. REPORT CLERK MARKS NUMBER OF COPIES DESIRED OW REPORT 

144. REPORT CLERK POSTS STATUS OW CONTROL CARD. 


148. REPORT DELIVERED TO STEMOGRAPHR SECTION BY SECTION MESSENGER 
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Except for a work-flow chart made some vears ago, t Commission, appart 
had no such over-alt orga ation chart which, in & comprenhe ive form, ref] 
the various levels of activities, managerial authorities and responsibilities. The 
time devoted by us in making such an over-all chart of the present organization 
was essential. 

The chart is serving as a control check for ir own study schedule and progress. 
Also, this chart of the orgal Atl as it is novy vas how! » eac! in livi al 
Commissioner, and was che: 1 with the Commi n’s secretary and bureau 
directors for its correctness therefore, it became the starting point for our analysis 
leading toward any improvements in organization and operatior 

A copy of this hs of the present orgar ition of Interstate Commerce Com- 
mission is attached. Reprints of it will be included in each copy of our final 
report. 

Certain weaknesses in the presen. structure are immediately apparent The 
15 bureaus, administratively supervised by 11 individual Commissioners, ar 
organized according to specialized functions, each with distinet objectives and 
services. In addition, some of the Bureaus are organized according to type of 
transport carriers (rail services, motor carriers, water carriers). Such a dual type 
of organization at the top administrative levels—specialized function and carrier 
type—causes duplication of activities throughout the organization. Frequently, 


such a structure also develops into a system of separate, autonomous con part- 
ments, in contrast to an organization of integrated activities through well-coordi- 
nated departments 

In the case of the Interstate Commerce Commission, the 15 administrative 
bureaus have actually developed into such a system of 15 individual compart- 
ments to an unusual and, no doubt, very unsatisfactory degree—unsatisfactory 
from an administrative point of view, unsatisfactory to the industries served, and 
unsatisfactory to the public 

The very fact that the individual Commissioners, themselves, are grouped in 


numbers of not less than three into divisions according to specialized subjects 01 
functions may well be responsible for the Commission having developed into this 
compartment-like structure Division I—Administrative Matters; Division 


[i—Rate Regulations; Division I1I—Rates, Service and Safety Matters; Division 
L\ Finance Matters, Certificates, Permits, ete.; Di on \ \lotor Carrier 


In addition, each individual Commissioner, on top of his poliev-making and 
quasi-judicial duties as a member of one or more of such divisions, is also assigned 
to the administrative supervision of a particular this emphasi ‘ 
specialization at the Commissioners’ level is bound to develop a cumbersom« 
organizational structure—in fact, it becomes an impossible situation when there 
are as many as 11 Commissioners 

The Interstate Commer Commission Act (see. 17 (1) and (2)) does pr 
for the Commission to subdivide itself into isions of three or mere men 
each, but the law is not i nt that such divisions | according t | al 
functions or subjects. For | fit of 1 reani ion as a 
and administrationwi t would |} mol! 
assigned their prorated share of the rkload a I to total volume of rl] 
rather than according to specifie functions or specia ibjeet 

As now constituted, the inefficiency of the preser mpartmentlike system 
reflects itself in the abnormal workload carried by lividual Commissic rs 
Each of them is burdened with details and routine administrative problen I 
addition to his policv-making and quasi-judicial duties. Because of this speciali- 
zation at the Commissioners’ level, the Commissioners find it difficult to delegate 
adequate authority to the lower levels withi xist organization—there is no 
centralized, long-range administrative policy nor estal hed standard for activities 


with corresponding authority and responsibilit) 
One does not need to be at the desk of any individual Commissioner to become 


his own abnormally hig 


conscious of workload. Our analvsts took note of the 
organization’s present work flow: The-all-too persistent volume of pending cases, 
documents, files, reports, memorandums, et: much of it in the form of mimeo- 
graphed copies—moves from the various bureaus, bureau-sections, and field 
offices to the individual Commissioners, and back again 

As a result of our studies, our final report will project an entirely different type 
of organizational structure for the Interstate Commerce Commission. In the 
broadest terms, some of the structural and procedural changes which we are de- 
veloping for your committee’s consideration may be listed as follows: 
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I 
At the Washington level, instead of 15 separate bureaus, we are planning for 6 
administrative bureaus organized on a completely functional basis according to 
the principal activities and objectives of the Interstate Commerce Commission, as 


determined by national economic interests expressed through acts of Congress. 


II 
For efficient coordination of all functions of the administrative bureaus, we are 
developing the office of a Managing Director over all civil-service rated personnel, 
assisted by three major staff offices. These staff offices are planned also to serve 


every one of the six administrative bureaus and the field organization, as well as 
the individual Commissioners. 
111 


By means of the furctional reorganization at the Washington level, the indi- 
vidual Commissioners should then become free to devote more of their time and 
effort to future or forward policies, transport strategies, regulatory programs, and 
quasi-judicial matters of major importance affecting all interstate commerce under 
their jurisdiction. 

IV 


Currently, the budget ratio under appropriated expenditures between activities 
at the Washington level and at the field-office level is out of proportion to the 
practical realities of conditions. Percentagewise, the Washington level absorbs 
about 65 percent compared with 35 percent for the field level of the total approved 
Interstate Commerce Commission budget 

We are projecting an organizational structure which changes this ratio in favor 
of the field services performed through field offices located throughout the various 
States and cities—where the actual transport problems arise and should be dealt 
with, and where all interstate commerce actually originates and terminates. Such 
alteration of the budget ratio goes hand in hand with the functional reorganization, 
as suggested above. 

y 


We favor greater decentralization and more effective delegation of authority 
by the Commission to the Washington administrative level, as well as to the field 
organizational level, with respect to administrative matters and some routine, 
quasi-judicial questions under policies approved and established by the Commis- 
SIO! 

Such quasi-judicial authorities may be delegated to boards of qualified employ- 
ees, along with responsibility, as anticipated by Congress through section 17 (2) 
of the Interstate Commerce Commission Act. 


VI 


The field staffs of the Commission, in our final report, will be developed under 
a well coordinated field organization, grouped into six geographic regions. 

The field services should emerge with more personnel in proportion to the total 
number of employees for the Commission as a whole. The structural organization 
of the field staffs is projected to meet the needs of the specialized types of transport 
carriers. 

VII 


We made a statistical analysis of all civil-service rated personnel of the Com- 
mission. Of necessity, we limited our interviews to bureau directors, section 
chiefs, and a cross section of field staffs. 

There are serious malproportions with respect to age levels and service grade 
classifications. The experienced professional and executive staffs are nearing 
retirement age; but, there is an almost complete lack of younger trainees for 
replacement of older staff members. 

The personnel problem at the Interstate Commerce Commission is most serious. 
We expect to continue our studies through conferences with the Civil Service 
Commission. 


natn serine 
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Vill 
Our new organization chart is especially designed to permil the develop I 
of a correspon li financial chart of sccounts rv rec ve ! Lnace i 1 i 
budgetary control 
This chart, as a modern management tool, will | f particular help to you and 
to the members of vour committee. to the Interstate Commerce Commission 
and to those officials charged with ponsibil f analyzing and approvin 
the financial budgets of the Interstate Commerce (¢ Liss 
In addition to the Was ington bureaus, we -visite i the field off ces of the Inter 
state Commerce Commission in the following cities 
New York, N. Y. San Francisco, Calif. 
Chicago, Ill Portland, Oreg. 
St. Louis, Mo Seattle, Wash. 
Kansas City, Mo. Atlanta, Ga. 


Los Angeles, Calif. 


For the purpose of our survey and studies, we are enjoying the fullest, in fact, 
the enthusiastic cooperation of each Commissioner, of every director_and his staff 
in Washington and in the field offices 

Respectfully submitted. 


Wotr MANAGEMENT ENGINEERING Co. 
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